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Thesis Abstract and Study Rationale 
Recent research estimates that 70 to 90 per cent of IT projects fail to achieve the 
anticipated outcome. An analysis of relevant studies in Chapter 1 reveals numerous 
symptoms (project risks) that may explain why IT projects fail to such a large extent, 
and gives recommendations (risk strategies) on how to improve this situation. However, 
these recommendations tend to deal rather with symptoms than the underlying cause, 
and thus the failure rate remains disappointingly high. The analysis of project outcomes 
in this study suggests that this may be due to the lack of a human-centred philosophy in 
project management. Consequently, it can be argued that the immense effort in time and 
resources that has been invested to overcome the identified IT projects symptoms may 
potentially be wasted. In view of this situation, this thesis intends to go beyond an 
analysis of symptoms and aspires to make a case for a better understanding of the 
underlying cause of IT project failure today. 
 
The apparent dead-end situation of IT projects today appears to be sufficient rationale to 
explore the motivation of IT project stakeholders, which, as seen from a human-centred 
perspective, most likely play a key role in the project outcome. In order to examine this 
complex social phenomenon, a multiple embedded case study strategy had to be 
implemented. For this reason, this study is supported by relevant academic literature 
providing a ‘motivational lens’ through which the qualitative data can be viewed.  
 
The ethnographic element, both for data collection and analysis, furthermore allows a 
bottom-up approach to research, which endeavours to refrain from pre-assumed 
situations or an up-front definition of the involved stakeholders. For this purpose, this 
study has created the IT Project Process Generic Stakeholder Model. 
 
By looking through the lens of motivation this study intends to work towards an 
underlying cause explanation as to why IT projects fail to deliver the projected outcome. 
It appears that a better understanding of this situation may contribute significantly to the 
improvement of IT project outcomes in the future. In order to elucidate this problem-
solving approach, this study provides the IT Project Process Model. 
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1 Examination of an Underlying Cause 
1.1 Summary  
This thesis aims to examine the influence of stakeholder motivation on the outcome of 
Information Technology (IT) projects nowadays. Chapter 1 seeks to outline the 
underlying cause for failure of such projects, thus leading to the testable hypothesis of 
this study, which is the assumption that stakeholder motivation is the key factor of this 
current IT phenomenon. The goal is to make available a different approach to the recent 
debate on project risk research (summarized in Chapter 10.2.1). The various existing 
studies on project risk research may allow a deeper insight into the current IT project 
situation, and therefore seem a valuable starting point - as explicated exhaustively in 
Chapter 1 and 2. 
1.2 Introduction 
IT projects are all projects, which involve Information Technology, including software 
development or new software installation. This also incorporates the so-called internal 
business process projects, which aim at the adaptation of internal business processes to 
the changing market. The objective of these projects is to increase profits by, for 
example, reducing processing time or offering new services. Internal business process 
projects are classified as IT projects simply due to the fact that they fundamentally 
depend on the use of Information Technology.  
 
Studies, which focus on the outcome of IT projects (Standish Group 1994 and 1994b, 
Ambler 1999, Jiang and Klein 2001, Mahaney and Lederer 2006), state an average 
estimated failure rate of 70-90 per cent. The argument throughout this thesis aims to be 
essentially explanatory and is concerned with identifying a possible underlying cause 
explanation for this phenomenon. Thus, the generic research question of this thesis is 
justifiably named: 
 
Why do IT projects profoundly fail? 
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Findings in project risk research (Jiang and Klein 2000 and 2001, Riggle 2001, Hartman 
and Ashrafi 2002, Globerson and Zwikael 2002 et al.) appear to have been analysed by 
means of differentiating between symptoms and an underlying cause explanation. 
Results drawn from project risk research tend to deliver numerous symptoms (project 
risks), nonetheless seem to fall short of delivering a convincing recommendation (risk 
strategies) to solve these symptoms. As the discussion in Chapter 1.4 outlines, it appears 
that numerous symptoms point toward one single underlying cause explanation, which 
is motivation. Therefore, motivation may offer a valid explanation for the high failure 
rate of IT project outcomes.  
 
Above all, this thesis seeks to provide insight into the motivation of the involved 
stakeholders, which may be one determining factor in today’s complex IT environment. 
The research methods in this thesis may come across as rather unconventional and 
overly innovative, whereas in actual fact they derive from an emerging contemporary 
research approach. Presumably, the coherent argumentation for a case study strategy 
based on qualitative evidence is able to reveal the appropriateness to the researched IT 
project phenomenon.   
 
Chapters 1 and 2 present and discuss different perspectives on IT project risks and strive 
to further the central argument of this thesis. These distinct perspectives (see Chapter 
1.5.1) evidently contribute to the process of formulating the key research question for 
this study: 
 
Does stakeholder motivation 
have an influence on the outcome of IT projects, 
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1.3 The IT Project Situation Today 
1.3.1 The Tragedy 
It appears to be rather obvious that an operating company publicises primarily positive 
and marketing effective messages with the intention to avoid any negative implications 
for their professional reputation and, consequently, their share price. The consequences 
of IT project failure can be far-reaching and, moreover, cannot always be concealed. 
Available Figures show a tragically high failure rate of IT projects. The Standish Group 
(1994 and 1994b, p. 1) reports that 52.7 per cent of information system projects 
dramatically overrun their schedules and budgets, 31.1 per cent are cancelled, and only 
16.2 per cent are completed on time and budget. Other sources (Ovum 1995, p. 1) 
believe that only 5 per cent of systems are delivered on time and on budget. Up to 75 
per cent of IT projects never get utilized as originally planned for. Ambler (1999, p. 1) 
reports an 85 per cent failure rate in the development of large-scale software projects. 
Jiang and Klein (2001, p. 1) assume that half of all the United States’ software projects 
go way over budget. Mahaney and Lederer (2006, p. 42) argue that the failure rate 
“remains alarmingly high” and that “this problem has endured for four decades and does 
not seem to be abating”. 
 
From a business point of view, it can be hypothesised that IT project failure will have a 
dramatic effect on the operating company. This substantial impact shows clearly the 
strategic importance and moreover the pressure for IT project success: “Defining and 
assessing project success is therefore a strategic management concept, which should 
help align project efforts with the short- and long-term goals of the organization” 
(Shenhar et al. 2001, p. 699). Shenhar et al. (2001, p. 703) argue that today the 
establishment of a relationship between defined project success and strategic measures 
to enhance competitive advantage is still in its early stages, and the high number of 
operationally managed projects clearly demonstrates this observation. Thereby Shenhar 
et al. (2001, p. 703) define operationally managed projects as projects with a focus “on 
getting the job done and meeting time and budget goals, while strategically managed 
projects are focused on achieving business results and winning in the market place”.  
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The three most important impact factors for IT project failure are: organizational, 
financial and, allegedly the worst effect, human.  
 
Organizational impact means that an opportunity for improvement has been delayed or 
has been entirely missed, and, as a result, valuable internal human resources may have 
been wasted. These human resources could have been deployed in a more productive 
way for the operating company. Additionally, this misuse could have frustrating effects 
on the involved human resources and in consequence a negative impact on future 
projects (Hormozi et al. 2000).  
 
While the organizational impact seems often underrated, the financial impact cannot be 
played down to the same extent. Ovum (1995, p. 2), for example, describes in his report 
on the London stock exchange the failed attempt to develop the paperless share dealing 
system “Taurus at a cost of 75 million Pounds”.  
 
The worst impact can be seen as the human one. The loss of life as a result of the 
Challenger space shuttle accident may seem an extreme example, yet manages to 
highlight clearly the potential for disaster. A more common consequence in today’s 
business environment would be obviously ‘dismissal’. Kendall (2003, p. 47) reports 
that, in 2000, as a result of not delivering the expected project outcome, 40 chief 
executive officers (CEOs) of the Fortune 200 firms were laid off. Even if the validity of 
this figure could be questioned, the tendency appears obvious; the CEOs were held 
responsible for the failure of not delivering the required project outcome. It seems 
common sense that in the case of a successful project outcome, which would have 
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1.3.2 An Inspection of Symptoms and an Underlying Cause 
Today’s rapidly changing markets increase the pressure on companies to adopt their 
business processes to the customer’s requirements; simultaneously the phenomenon of a 
high IT project failure rate becomes apparent. This consequently leads back to the 
crucial two research questions as identified in Chapter 1: ‘Why do IT projects not 
deliver?’ and ‘What could be done to improve this situation?’ The order of the two 
questions is extremely important: Only subsequent to identifying an underlying cause as 
to why an IT project did not succeed, it is possible to find a realistic solution and work 
toward improvement.  
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1.3.3 Critical Success Factors 
After elucidating the importance of a Comprehensive Problem-solving Picture, 
consisting of symptoms, an underlying cause explanation and recommendations, several 
studies with the focus on critical success factors (CSF) as well as project risk, are being 
analysed in the following paragraphs. This analysis intends to illuminate the connection 
between the Comprehensive Problem-solving Picture and the provided studies on CSF. 
According to a study by Jiang and Klein (2000, p.7) investigating  
“software development risks to project effectiveness”, the “project effective 
measures revealed that two common risks have a more significant impact on 
effectiveness: lack of general expertise on the team and lack of clear role 
definitions for team members”. 
 ”General expertise” is here defined as interpersonal and team skill, for example, the 
ability to work effectively as a team with the top management, and as well as tool to 
understand human implications. To avoid these risks, Jiang and Klein (2000, p. 7) 
recommend firstly appropriate training, secondly a stronger prominence of the project 
manager building team skills throughout the project life cycle and thirdly improvement 
of user participation and commitment. The recommendation of, for example, training 
undoubtedly may help establishing teamwork, yet questions, such as what kind of 
training would be required and which target group should be addressed, remain 
unanswered.  It becomes evident that such recommendations are merely based on 
symptoms. It would proof difficult to unequivocally answer the question why there had 
been a lack of ability to work as a team, as this would entail an explanation of the 
underlying cause and also a clear specification of training requirements (if needed). 
These findings support the writer’s hypothesis that only by identifying the underlying 
cause, effective countermeasures can be planned and executed; otherwise the risk of 
curing merely the symptoms is ostensibly not eliminated.  
 
The focus of the first study by Jiang and Klein (2000) was on project effectiveness. 
Other dimensions of project success, such as system technical performance, were not 
included. In a second study by the same authors this technical aspect was eventually 
included. Based on another survey of Project Management Institute (PMI®) members, 
Jiang and Klein (2001, p. 2) identify “the major risks to software success and the 
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commonly applied approaches to mitigate the risks”. These researchers report that the 
three most common risks associated with IT projects are: project size, application 
complexity, and technology acquisition. In this study, project size is defined by the 
number of project stakeholders, and the application complexity by the number of other 
affected systems as well as the sophistication required for the project implementation. 
Technology acquisition is defined as the “amount of technology that must be brought 
into the organization and the number of different vendors involved” (p. 3).  
 
In contrast to their first research paper (Jiang and Klein 2000), in which the authors 
conclude their study solely with recommendations on how to solve project risks, in this 
second study they also survey the most commonly applied approaches to mitigate these 
risks. These approaches are to “obtain users’/ managers’ participation and commitments 
and to institutionalize system use” (Jiang and Klein 2001, p. 8). Based on this survey it 
appears accepted that these approaches are effective in mitigating risks, otherwise the 
responding members would presumably not deploy these countermeasures. 
Furthermore, Jiang and Klein (2001) drew the conclusion that general risks involve 
technical issues, budgetary limitations, lack of role clarity, lack of experience and lack 
of development expertise, which can be “controlled via [the] early job of selling, 
participation, and commitment mixed with training and ongoing support” (p. 7). 
Combining these identified most common risks with the identified most common 
approaches to mitigate and the recommendation given, the result suggests that an 
important link may be missing. The link would be the explanation as to why, for 
instance, the approach “to obtain users’/ managers’ participation and commitment” is 
deployed to solve problems such as project size. The explanation of the ‘why’ is the 
underlying cause of this problem (symptom), which evidently is missing. 
 
The study of Riggle (2001) is based on the ‘Chaos Report’ by the Standish Group in 
1994, a survey covering 8.380 software applications. In this report’ “incomplete 
requirements and lack of user involvement were ranked as the top reasons why projects 
are impaired and ultimately cancelled” (Riggle 2001, p. 5). Riggle argues that two 
modes contribute to the failure to meet the requirements; these modes are: user-centred 
and developer-centred. Both modes contain communication problems, where “(…) at 
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the heart (… ) is the fact that business users understand their business at the business 
process level while data warehouse developers mostly understand it in terms of data 
structures” (Riggle 2001, p. 2).  
 
This argumentation and the following recommendations are based on incomplete 
requirements. In fact, this occurrence appears similar to the situation when two people 
apparently speak two different languages. These two people can only communicate 
effectively if they both are willing to do so, for instance, by either learning the other’s 
language or by deploying sign language. This is comparable to project management 
where communication processes can ultimately only be successful if there is an interest 
in a relationship, which as a matter of fact is possible in successful projects. Therefore, 
the factor ‘communication problem’ is presumably not the underlying cause. The 
question why communication was not possible is the question for the explanation of the 
underlying cause, which apparently has not been answered. 
 
The first two project risk research studies (Jiang and Klein 2000 and 2001) are based on 
surveys among PMI® members. Due to PMI®’s focus on project management, the 
members are consequently project managers or individuals interested in project 
management.  
 
Hartman and Ashrafi’s study (2002), which surveyed 36 software project 
owners/sponsors, contractors/suppliers and consultants, shows clearly how the findings 
change if a different group is surveyed, for instance, some stakeholders - unlike the 
project owner/ sponsor - are not necessarily project management experts. Hartman and 
Ashrafi (2002, p. 2) present the empirical results of seeking “answers to questions 
related to success, performance metrics, and project business drivers” in the IT industry 
and conclude that “(… ) some projects lacked defined goals (…) to measure this 
success. If the owner, contractor, and consultant on a project all have different ideas of 
what success is and how success will be measured, it is unlikely that everyone will be 
satisfied when the project is completed” (p. 10). To circumvent this problem, Hartman 
and Ashrafi (2002) recommend linking projects to the respective corporate business 
strategy, aligning major stakeholders on key issues, simplifying project controls and 
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metrics, and ensuring that an effective communication and expectation management is 
maintained throughout the project life cycle. The identified main issue appears to be the 
lack of defined goals, and even if there would have been an agreement on goals, these 
goals could not realistically have been measured. As a consequence, it was concluded 
that the project would not satisfy the stakeholders or at least the majority of 
stakeholders.  
 
It is apparent that Hartman and Ashrafi’s recommendations relate to questions on how it 
should be possible to reach an agreement on common goals and how to measure these 
goals. A serious weakness with this study, however, is that these recommendations do 
not answer critical question such as why it is important to agree on a common project 
goal, why it is advisable to link the project with corporate business strategies, why 
aligning major stakeholders on key issues would be a vital strategy, or, finally, why 
effective communication and expectation management may be crucial practices. These 
findings further support the idea that the link between the problem and the 
recommendation is unmistakably missing. Hence, it could conceivably be hypothesised 
that the link indeed is the underlying cause.  
 
Globerson and Zwikael’s study (2002), which is anchored in a survey of different 
project management workshop participants, examines the project managers’ impact on 
the project planning phase: “The results of the study reveal risk management and 
communications as the processes with the lowest planning quality” (Globerson and 
Zwikael 2002, p. 2). Based on their findings Globerson and Zwikael recommend to 
develop better tools and techniques to support the project managers’ planning efforts in 
communication management. Similar to Riggle (2001), Globerson’s and Zwikael’s 
(2002) recommendations are based on their personal experience. In an attempt to 
explain the poor quality of risk management, they argue that line management seems of 
little help for the project manager due to the line management’s lack of knowledge. As a 
result, project risk management training is recommended to line managers. Yet, it is 
indeed a philosophical question whether the line manager in their role as user/ customer 
or provider of resources can in actual fact be made responsible for this low quality of 
project risk management.  
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Another incident may be that if the line manager lacks interest in the IT project, they 
would not support the project manager’s efforts to improve the situation. In this case it 
is likely that the line manager would defend their malfunction by claiming a lack of 
knowledge. Again, this second case shows clearly that without having identified the 
underlying cause, the recommendation is merely a guess – even when based on 
experience. Consequently, if the underlying cause is not taken into account, all efforts 
might be wasted, for example, should the recommended training be accomplished. 
 
Another approach to research risk is to focus on one risk at a time. Jiang et al. (2002b) 
focuses in their study “reducing user-related risks during and prior to system 
development” (p. 507) on user-related risk; other risk drivers are not considered. Jiang 
et al. (2002b) conclude that “the practical implications of this study are clear. Pre-
project partnering activities are an effective technique for reducing user-related risks” 
(p. 514). This is followed by the recommendation that  
“ (…) organizations should spend more effort up-front to put up foundation 
for improving communication, resolving conflicts, and making process 
improvements among stakeholders (…) not to be overlooked, is the 
importance of recruiting a competent IT project manager as the success of 
the project was demonstrated by this study to be of prime importance (…)” 
(p. 514).  
In comparison to the studies mentioned above, in which ‘risk’ had been researched from 
an IT project’s perspective, this study diverges from this focus. Additionally, the pre-
project phase was included in the research. It can be concluded that this study provides a 
valuable contribution to contemporary research by offering a new perspective on risk 
management. Nevertheless, it apparently also fails to explain the underlying cause. 
 
The list of studies is exemplary and can be continued focussing on a wide variety of 
aspects such as the role of vision (Christenson and Walker 2004), different subcultures 
and cultural levels existing between organizational levels (Kendra and Taplin 2004), the 
importance of project communication in relation to company size (Hyväri 2006) or 
awareness of software process improvement (Dalcher 2006 referring to Niazi et al. 
2006).  
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Harris (2009) compares key project risk areas for IT projects with three recent studies 
and concludes that these are very similar (Harris 1999, Baccarini et al. 2004, Tesch et 
al. 2007). Furthermore, Harris structures these risks into risk categories and provides 
risk strategies. These project risk areas and the resulting categories are the identified 
symptoms, and the risk strategies are equivalent to the general recommendations in the 
Comprehensive Problem-solving Picture (Figure 1).  
 
These findings produce certainly valuable insight into risk processes, however they fail 
to provide a Comprehensive Problem-solving Picture. These aforementioned studies are 
being discussed further in the following Chapters of this thesis: The abovementioned 
studies which focus on the integration of the users are discussed in detail in Chapter 5, 
and the elucidation on how an underlying cause explanation would make a difference to 
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1.4 The Classification of Symptoms 
The findings clearly reflect that all the identified project risks of the previously 
discussed project risk research studies are symptoms. Furthermore, it is evident, that 
these studies do not present an underlying cause explanation; however, this missing 
aspect is the link, which is necessary for understanding the Comprehensive Problem-
solving Picture. The complete process of problem solving consists of three steps: 
Firstly, identifying the symptoms, secondly, understanding the underlying cause and 
thirdly, deploying tools and techniques to dissolve the underlying cause of the problem. 
It is therefore likely that only by understanding the complete picture, the underlying 
cause of the problem could be dissolved and the symptoms may disappear completely. 
This finding corroborates the ideas of various studies including Globerson and Zwikael 
(2002, p. 5), who suggested that the underlying cause explanation may be missing, and 
admits that “the explanation has to be sought elsewhere”. 
 
In the search of the missing explanation of an underlying cause, the current results of 
project risk research may provide a starting point. This approach utilizes both the 
project risk research results with their numerous symptoms and the project risk research 
recommendations on how to solve or prevent these symptoms. The aim of this approach 
is to get an indication as to how to find the missing explanation. The idea is to trace 
back these project risk research results to identify a possible root-cause explanation, 
which may then connect the identified symptoms and effective recommendations. To be 
able to trace back the recommendations, they have to be structured first. Therefore, the 
best method to adopt for this investigation was to group up all recommendations on the 
basis of their respective main focus. Following this, the various groups are being 
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1.4.1 Project Management Methodology 
The first group of recommendations aims at the basic deployment of tools and 
techniques that are typically applied in project management methodology.  
 
Jiang and Klein (2000) as well as Globerson and Zwikael (2002) recommend project 
management related training in their studies. At a first glance, this recommendation is 
far to general to trace to an underlying cause. In addition, Globerson and Zwikael (2002, 
p. 6) recommend innovative tools and techniques in project communication and quality 
management in order to “develop better tools and techniques to support the project 
manager’s efforts”. Of course, these tools and techniques may be novel for the 
PMBoK® (2008) methodology, but this does not necessarily imply that they are also 
new for other project management methodologies or management disciplines (Schelle 
2003). For example, processes in quality management, which are discussed within the 
next paragraph, show clearly that other tools and techniques are available.  
 
Other studies based on experience, including Kinsella (2002), recommend improving 
project cost management by implementing alternative (existing) forms of accounting 
methodologies. This result points again toward the recommendation to deploy a 
different tool and technique which is not included, for instance, in the PMBoK® (2008) 
methodology yet. Nevertheless, this tool and technique is also available in other project 
management methodologies or management disciplines.  
 
Therefore, it can be concluded that the available tools and techniques are sufficient to 
manage a project. If the available tools are sufficient, this leads inevitably to the 
question whether these tools and techniques are actually applied effectively. This calls 
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1.4.2 Quality Management 
Influenced by Cooper (1993, 1994), Icmeli-Tukel’s and Rom’s (2001, p. 402), 
definition of quality is:  
“Project quality means meeting customer’s needs fully for the end product, 
reducing the reworking of non-conforming tasks, keeping customers 
informed of the progress of the project, and changing the course of work to 
meet the customer’s emerging requirements”.  
In short, the recommendations of this group put the focus on project management 
processes, which have been established by means of low quality application1.  
 
Jiang and Klein (2000) recommend putting stronger emphasis of the project manager to 
build team skills throughout the project life cycle. Surprisingly, although team-building 
activities are here already recorded as part of project management and executed by the 
project manager, the study recommends to put more emphasis on it. Hartman and 
Ashrafi’s (2002) recommendations are similar, advising to align major stakeholders on 
key issues, to simplify project controls and metrics, and to ensure that effective 
communication and expectation management is maintained throughout the project life.  
 
A serious weakness with all these studies seems to be that recommendations have a 
special focus on tasks, which already exist, for instance, key issues that have already 
been aligned; however, the recommendation is to align them to major stakeholders. 
Elsewhere, Riggle (2001, p. 2) proposes a radical change in “the nature of 
communication between the parties”. A similar view, which can also be grouped under 
the aspect of quality, is supported by Globerson and Zwikael (2002) who urge to 
improve communication through the development of better tools. This result may be 
explained by the fact that Globerson and Zwikael (2002) refer to communication in 
general and not to the tools of communication, as suggested by the PMBoK® (2008). 
Yet, both recommendations aim at improving the quality of communication processes.  
 
                                                 
1Icmeli-Tukel and Rom (2001) measure low quality by the amount of time and money spent on 
reworking. 
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Christenson and Walker (2004) put emphasis on the common vision (objective) for all 
project stakeholders and  state that their “intended contribution is to highlight best 
practice in vision development and to a lesser extent, its deployment” (p. 51).Their 
findings identify four characteristics of a vision that claims to improve the quality of 
vision development processes.  
 
To conclude, the recommendations of the abovementioned group put a strong focus on 
project management tools and techniques to improve work procedures among the 
project stakeholders, for example, enhancing team-building skills or aligning major 
stakeholders in order to set up an effective communication and expectation 
management.  
 
Discussing quality would not be complete without including general approaches in 
quality management, for the reason that modern quality management approaches are 
seen as complements to project management (Icmeli-Tukel and Rom 1997, 1998, 20012, 
Orwig and Brennan 20003, Kloppenborg and Petrick 2002). Total Quality Management 
(TQM), for example, is a non-proprietary, wide-ranging approach on all company levels 
to provide the vision and goal of “best in class” (Stamatis 1994). By employing TQM, 
several earlier quality approaches have been integrated into one (Kloppenborg and 
Petrick 2002). This approach integrates “the draft document BS ISO 10006 Quality 
Management and Guidelines to Quality in Project management” (Bryde 1997, p. 233) 
suggesting five fundamental quality principles: (1) Maximising the satisfaction of 
customer and other stakeholder needs is paramount, (2) all work in a project is carried 
out as a set of planned and interlinked processes, (3) quality has to be built into both 
product and process, (4) management is responsible for creating an environment for 
quality and (5) management is responsible for continuous improvement.  
 
Similar to this ISO norm, the quality approach Six Sigma, which is based on statistical 
tools and techniques, has been developed in order to drive out variability and reduce 
                                                 
2Icmeli-Tukel and Rom (1997, 1998, 2001) argue that this quality thinking is the most important aspect 
for project managers to manage a project successfully. 
3Especially for project-based organizations, Orwig and Brennan (2000) see formal project management as 
quality management. 
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waste in processes (Coronado and Antony 2002). In this study, Coronado and Antony 
(2002) describe the “critical success factors for the successful implementation of Six 
Sigma projects in organisations” (p. 92). These critical success factors are defined as the 
essential ingredients and, according to Coronado and Antony (2002), if one was missing 
“it would be then the difference between a successful implementation and a complete 
waste of effort, time and money” (p. 99).  
 
Listed up, the critical success factors are: (1) Management involvement and 
commitment, (2) cultural change (to support change), (3) communication, (4) 
organization infrastructure, (5) training and (6) linking Six Sigma to business strategy, 
to customers, to human resources and to suppliers. Furthermore, the tools and 
techniques within Six Sigma have to be understood and the project leaders in Six Sigma 
must have project management skills.  
 
To sum up, both approaches show clearly the complementing relationship between 
quality management and project management. Except for the external principles, all 
recommendations can also be found in project management theories. This result 
illustrates that the quality aspect provides a valuable guideline on how to execute 
project management processes. Comparing project risk research and quality 
management, it becomes apparent that both focus their recommendations on project 
stakeholders, for example, that customer and stakeholder satisfaction is paramount as 
well as obtaining management involvement and commitment, setting up effective 
communication and considering human resources.   
 
To conclude, the recommendations of project risk research, grouped up into quality 
management and the general approaches in quality management, put a focus on 
improving collaboration among project stakeholders. Furthermore, the general 
approaches in quality management add an essential external factor: the project 
environment, which is thus being discussed in the following Sub-chapter 1.4.3. 
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1.4.3 Project Environment 
The third group of recommendations subsumes external influences on the project; in 
research literature the project environment is differentiated according to socioeconomic 
and organizational influences.  
 
Socioeconomic influences can be seen as conditions and trends, which appear outside of 
the project and its operating company. These influences are standard and legal 
regulations, cultural influences and social-economic-environmental sustainability, 
which could be decisive for project success. For instance, if the environmental 
protection law of a country was altered, this could have ultimately a major impact on a 
project. The evidence indicates that the project manager and the project team need to be 
aware of these external influences. Datta and Mukherjee (2001) comment in their study 
on 
“developing a risk management matrix for effective project planning – an 
empirical study” [that] “to make the project successful, the organization 
must analyse the social, political, technological, legal and economic 
environments and their implications on the project” (p. 3).  
This indicates that Datta and Mukherjee (2001) focus on the socioeconomic 
environment rather than organizational influences, and, as a consequence, this particular 
study fails to provide a holistic view. Nevertheless, the developed matrix could be 
utilised by a project manager to quantify socioeconomic risks; hence, for project risk 
management this assessment is beyond doubt quite helpful. Yet, due to the lack of 
control over the socioeconomic influences, which have an informational character, a 
further evaluation in the context of this study would be for this reason unnecessary.   
 
The second aspect comprises the organizational environment or organizational culture. 
This includes all policies concerning the project stakeholders and the project execution: 
 
• All regulations which will influence the project stakeholders such as 
compensation and career track for project managers,  
• honesty and ethics based on non-written policies and  
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• business processes such as software implementation policies as well as the 
activities which influence these policies, for example, pre-project partnering4.  
 
Jiang et al. (2001) argue that pre-project partnering and software implementation policy 
for IT projects do not directly affect the project outcome, yet, nevertheless, they have in 
no doubt an indirect effect. This indirect effect is critical in so far that it limits or 
supports the project manager’s freedom to execute the project and therefore decreases or 
increases the probability of success (Jiang et al. 1998). Therefore, to avoid risk Jiang et 
al. (2002b) recommend using pre-project partnering. Hartman and Ashrafi’s (2002) 
suggestion to connect the project with an overall corporate business strategy seemingly 
builds upon this concept of pre-project partnering. Hence, it could conceivably be 
hypothesised that the pre-partnering relationship between general management and 
project management may provide for project managers a good base for understanding 
how to work towards a corporate business strategy.  
 
These findings suggest that projects can be defined and started in line with the corporate 
business strategy. Otherwise, the possibility of lacking knowledge and clarity, and, as a 
result, not being supportive toward a corporate business strategy, has to be taken into 
account. In the worst-case scenario, the project has to adapt the project objective during 
the project life cycle to the corporate business strategy. Depending on the extent of 
project objective modifications, this could even result in having to redefine the project 
completely. 
 
This view is supported by Kendra and Taplin (2004), who identify four dimensions of 
project success: “(…) the project manager skills and competencies, organization 
structure, measurement systems, and management practices that represent an 
organization’s culture” (p. 43). Except for the first dimension, the remaining three 
dimensions can be subsumed under the category project environment, which underlines 
                                                 
4Pre-project partnering describes the level to which management/ users and project team members work 
together before the project officially commences, e.g. the continuing relationship between the project 
office (Cowan et al. 1992) as well as the project team (Larson 1997) and the management. The role of 
pre-project partnering for project management is similar to TQM (Bubshait 2001), which is based on 
relatedness. 
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the very importance of the project environment for project success. The most striking 
result to emerge from their research is the idea that  “IT organizations that adopt the 
confirmed project success model must develop a project management culture based on 
shared cultural values of the organization’s members that support adoption of project 
management” (p. 30). 
 
These research results elucidate the crucial influence of the organizational environment 
on IT projects. To sum up, the recommendations in this group focus on three aspects: 
Firstly, on collaboration among the project stakeholders through, for example, pre-
project partnering, secondly, on linking the project objectives to the corporate strategy 
aims and finally, on developing a project management culture based on shared cultural 
values of the organization’s members. The latter is discussed further within the context 
of project management in Chapter 2 and also within the context of psychology in 
Chapter 3. 
1.4.4 General Recommendations 
The last research group covers the field of general recommendations. Jiang and Klein 
(2000) recommend obtaining participation and commitment from users and managers. 
In fact, Jiang and Klein (2001) support their own argument by pointing out that this is 
the most commonly applied approach to mitigate project risk. In their empirical study 
about “a new framework for determining critical success/ failure factors in projects”, 
Belassi and Tukel (1996, p. 141) interestingly came to the same conclusion emphasizing 
that, among to two other vital factors, commitment is the most critical one. These two 
other crucial factors are the project manager’s performance and the team members’ 
technical background. Whereas the link between the project manager’s performance and 
the project manager’s participation and commitment is conceivable, a logical link 
between the team members’ technical background and the team members’ participation 
and commitment requires seemingly further explanation. This result suggests that 
maybe technical risks are closely linked with stakeholder commitment. Jiang et al. 
(2000, p. 2) state “that effective project teams reduce technical risks”. In other words, 
this implies that committed project teams reduce technical risks.  
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Following studies, which are based on literature research, interviews and experience, 
extend the participation and commitment recommendation on all stakeholders. Pinto 
and Kharbanda (1996) name in their article on “How to fail in project management 
(without really trying)” as number one reason for failure: “ignoring the project 
environment (including stakeholders)” (p. 3). It is interesting to note that in this study 
the project environment extends to the external stakeholders. Another study produced 
results which corroborate the findings of many of the previously-discussed work in this 
field; Madden (1996) states in the first four rules of the ‘one hundred rules for NASA 
project managers’:  
“A project manager should visit everyone who is building anything for his 
project at least once, should know all the managers on his project (both 
government and contractor), and know the integration team members (…) 
must know what motivates (…) find the right people to do the work (…) 
deal fairly (…)” (p. 1).  
In another major study, Robert (1997, p. 75) emphasises, among other aspects, the 
importance of “getting all parties involved”. However, in his conclusion he visibly 
focuses on the commitment of the steering committee. The steering committee, 
consisting of the management of the operating company, should ensure that 
management processes in the project are be executed effectively and participation and 
commitment from “all the parties at all levels” (p. 77) is achieved. However, even 
though the above mentioned project risk research studies (Nah et al. 2001, Legris and 
Collerette 2006, Sutterfield et al. 2006) focus on other distinct research questions, the 
importance of ‘stakeholder issues’ cannot be ignored, and therefore has to be examined 
closely. It was decided that the best method to adopt for this investigation is the IT 
Project Process Generic Stakeholder Model, which is introduced in the next Chapter. 
 
To sum up the findings of this Chapter, research indicates that participation and 
commitment of all stakeholders is recommended to achieve project success. However, 
the exact meaning of participation and commitment is still indistinct, and this is 
undoubtedly an important issue for further research. 
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1.5  An Underlying Cause Explanation 
1.5.1 The Current Project Risk Research Debate 
The project’s key objective is to outline the possibility for change, for instance, through 
efficiency or cost savings. Reis and Pena (2001) describe this situation:  
“The success of any change depends on the willingness of employees to 
accept it with enthusiasm and implement it with care. Yet, business changes 
at times are undertaken without understanding how the human element 
influences the success or failure of a project. (…). The difficult and often 
neglected part of such initiatives is leading and managing behavioural 
change with those persons who interface with the new technology or the 
new initiatives.” (p. 674) 
In other words, participation and commitment in a project can be described as the 
human side to support change – the culture towards change (Palmer 2002). Thus, it can 
be concluded that in order to achieve participation and commitment of all stakeholders 
involved, it presumably is necessary to integrate the human side into project execution. 
The integration of the human side is achieved by the integration of a human-centred 
philosophy (Dinsmore 1990, Cleland et al. 1995, Kuruppuarachchi 2001). This study 
intends to demonstrate that the integration of a human-centred philosophy can be 
achieved by looking through the lens of motivation.  
 
The previous discussion of the group quality management (Chapter 1.4.2) and project 
environment (Chapter 1.4.3), also indicate a strong focus on the stakeholders. All the 
listed recommendations evidently aim at the stakeholders of a project with the intention 
of achieving the expected project outcome. Added to this, the compatible quality 
approaches support this direction arguing that this understanding of human behaviour is 
a critical success factor (Buch and Rivers 2001).  
 
The discussion of the project risk research studies as introduced in Chapter 1.4 seems to 
give sufficient evidence to explore motivation as a key theme in this study – as an 
alternative lens (Dalcher 2008). The aim of this study is to examine whether by looking 
through this alternative lens of motivation coherent evidence as to why IT projects tend 
to fail can be gathered, thus leading to a better understanding of the subject matter. It 
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can also be considered that, through a deeper insight, the lens of motivation may be able 
to help speculating on possible solutions that may eventually improve the current IT 
project situation. 
1.5.2 The Project Process Generic Stakeholder Model 
A human-centred philosophy, which integrates stakeholders, can evidently be achieved 
by integrating the various stakeholder groups. For this reason, the distinct stakeholder 
groups as presented in existing project risk research studies are discussed in Chapter 
2.2, which deals with the importance of stakeholders on the outcome of an IT project. 
For this reason, this study relates to the Project Process Generic Stakeholder Model, 
rather than limiting itself to one particular stakeholder group. The advantage of 
introducing the Project Process Generic Stakeholder Model appears to be that - 
independent of the researched project - the stakeholders can be structured in accordance 
with their primary role, and thereby comparability between the researched projects can 
be achieved.  
 
Depending on their involvement, the stakeholders were grouped up in participation, 
direct and indirect stakeholders. The participation stakeholders tended to contribute with 
their work to the project objective, whereas the direct stakeholders preferred to focus on 
the utilisation of the project outcome. The indirect stakeholders did not have a stake in 
the project, however, seemed to wish to be involved, for example the members of the 
works council.  
 
The research strategy discussion in Chapter 4 deals with this argument more detailed 
endeavouring to examine how this aspect may influence the research strategy.  
1.5.3 The Lens of Motivation 
The lens of motivation attempts to provide further insight into the behavioural patterns 
of specific stakeholders. For the purpose of this study, the behaviour showing a form of 
resistance to the project objective is important to examine. This behaviour is often 
interpreted as irrational behaviour (Analoui 1995). It can be assumed that through a 
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better understanding of such behavioural patterns, the irrational behaviour can be seen 
as rational behaviour. This rational behaviour may be based on rational reasoning, 
which may give an indication, which may explain the reasons for the stakeholders’ 
behaviour in certain situations. 
  
Chapter 3 discusses the factor ‘motivation’ and the reason for selecting a combination 
of the rewards from task activity and task purpose for the lens of motivation. The 
selected Model includes four senses, which might be able to explain an underlying 
cause for individual behaviour. These senses are: meaningfulness, choice, competence 
and progress (Thomas and Tymon 1997, Thomas and Velthouse 1990). Each sense 
contains five building blocks. A Template Analysis may be able to elucidate how the 
individual stakeholder perceived these building blocks. This process might provide 
further insight into the four senses. It can be expected that an increased perception of 
these four senses may provide an explanation of the underlying cause. As a 
consequence, recommendations could then be identified, which suggest possibilities that 
may change the stakeholders’ situation. It can be deduced that as a result, the 
stakeholders may be able to perceive the building block(s) differently and in effect their 
behaviour would change accordingly.  
1.5.4 Contributions 
This study utilizes the lens of motivation to analyze the outcome of IT projects with the 
intention to provide a different view on the current situation.  
First Contribution 
The first contribution seeks to answer the question whether the lens of motivation is 
able to explain the reason for the stakeholders’ particular behaviour. This understanding 
seems to be relevant, because the behaviour of the involved stakeholders is likely 
expected to shape the IT project outcome (Figure 2). 
  40/ 299 
Second Contribution 
Subsequently, after having observed and analyzed the stakeholders’ behaviour, the 
second contribution explores possible actions and procedures to improve IT project 
outcomes.   
Third Contribution 
The third contribution of this study is the IT Project Process Model: 
 
• First of all, the Model is thought to be applicable for all project stakeholders. 
• Second, the Model intends to provide a holistic view on the project, which can 
be seen as a requirement in order to identify to what extent motivation shapes a 
work setting.  
• Third, the Model demonstrates the lens of motivation for an IT project, 
speculating on the reasons for the stakeholders’ behaviour.  
• Next, the Model indicates how the symptoms can shape the behaviour of the 
involved stakeholders, and thus, the influence on the IT project outcome itself. 
• Then, the Model aims to give recommendations on possible actions and 
procedures to improve IT project outcomes.  
• Last of all, the Model reflects on the hypothesis that the motivation of the 
individual stakeholder should be examined prior to the team’s.  
• Above all, the Model differentiates between motivation and leadership. The 
findings for the second question support the assumption that leadership can be 
seen as the task to motivate. 
1.5.5 Structure of this Study 
The Figure below is the simplified Model of this study and aims to show how the 
discussed project risk research outcomes provide the structure for this study. 
 
This simplified Model (Figure 2) depicts the process whereby the two aspects project 
environment and project management methodology, including quality management, 
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shape motivation and consequently the project outcome. The deployed Model confines 
the data solely to those aspects with which this study is concerned. In other words, this 
simplified IT Project Process Model explores the possibility to view and discuss IT 
projects through the lens of motivation.  
 
Figure 2) Simplified IT Project Process Model 
 
In Chapters 2 and 3 the literature review provides an overview of the available 
knowledge base. Subsequently, based on this discussion, Chapter 4 first elaborates the 
simplified IT Project Process Model, then defines the artificial boundary and finally 
discusses research methodology and design.  
 
The collected evidence in Chapters 5 and 7 provides the basis for an investigation of the 
holistic view on the selected IT projects. Chapters 6 and 8 analyse the collected 
evidence by evaluating the motivation of the involved stakeholders and, furthermore, 
develop the discussion on project risk research studies.  
 
Above all, the Template Analysis in these Chapters seeks to elucidate the stakeholders’ 
observed behaviour. The result of this analysis then allows a reflection on potential 
underlying causes for the stakeholders’ discontent with shared project (group) 
objectives.  
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The discussion in Chapter 9 seeks to provide recommendations for each stakeholder on 
how to decipher and potentially eliminate the underlying cause. It can be assumed that 
through this alleged process of elimination the discontent with shared project objectives 
could be transformed and, therefore, resistance replaced with support. 
1.6 Conclusion 
The findings of project risk research suggest numerous symptoms; yet fail to deliver the 
underlying cause explanation, which however seems essential for initiating a successful 
problem-solving process. After categorising and analysing the findings of the individual 
project risk research studies, the integration of the lens of motivation can be identified 
as a promising theme for an underlying cause explanation. The critical hypothesis of 
this study is that motivation may offer a plausible explanation of the complex 
phenomenon that occurs between symptoms and IT project outcomes. 
 
The findings support the view that the observed resistance among stakeholders could be 
replaced with support mechanisms, and therefore successful IT project outcomes could 
be achieved. For the purpose of investigation, this study provides the IT Project Process 
Model.
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2 A Holistic View on the IT Projects 
2.1 Summary 
This Chapter discusses relevant academic literature in the field of project management 
knowledge.  
 
The first part of this Chapter defines the IT Project Process Generic Stakeholder Model 
in order to categorize the various stakeholder groups according to their role in the 
project. The advantage of introducing an IT Project Process Generic Stakeholder Model 
is that independent of the researched project, the stakeholders can be classified in 
accordance with the generic model, and thereby comparability between the researched 
projects can be achieved. Furthermore, a discussion of project risk research studies 
provides insight into the reason why study does not feature an up-front focus on a 
specified stakeholder group.  
 
The following sections discuss project environment, project management methodologies 
and project life cycle, and thus the elements required for presenting a holistic view of a 
project are being provided, which can be seen as essential for understanding the 
complete picture - as to why IT projects tend to fail. 
 
The final part of this Chapter examines the multidimensional approach that is required 
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2.2 The Project Stakeholders 
2.2.1 The IT Project Process Generic Stakeholder Model 
In the context of this study stakeholders are all individuals who have a stake in the 
specific project. Due to the possibly large number of stakeholders and stakeholder 
groups involved, the IT Project Process Generic Stakeholder Model allows establishing 
a structure which represents the different extent of the stakeholders’ involvement: 
contribution stakeholders, direct stakeholders and indirect stakeholders. With this 
approach the stakeholders of different projects can be structured accordingly and 
comparability to the audience of this study can be established - independent of the 
definition of the operating company within the individual researched project. 
 
 
Figure 3) The IT Project Process Generic Stakeholder Model 
 
This IT Project Process Generic Stakeholder Model can be extended by introducing 
additional subgroups based on the researched IT project. For example, if the project 
sponsor/ owner is not the project initiator, the project initiator can be listed as a separate 
(new) project stakeholder in the appropriate group.  
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Furthermore, a stakeholder can have several stakes in one project and therefore can 
occupy several stakeholder roles. For example, an employee of the IT department can 
be an internal resource as well as a user of the project outcome. In this case, the 
stakeholder would contribute their work and knowledge to the project as an internal 
resource and would also utilise the output of the project in their role as a user. For the 
purpose of this study, each stakeholder will be assigned to one group based on their 
primary involvement in the project. Depending on this primary involvement the name of 
the stakeholder will be substituted, owing to ethical considerations5.   
2.2.2 Stakeholder Discussion  
In the context of project risk research, Hartman and Ashrafi (2002) surveyed 36 
software owners/ sponsors, contractors/ suppliers and consultants. The study concludes 
that some projects lack defined goals even though an agreement on the project 
objectives is understood as being essential for the project (Wateridge 1998, Icmeli-
Tukel and Rom 2001, Shenhar et al. 2001). Riggle (2001) argues that the 
communication between the business users and the development team is a key problem. 
Based on a survey of project management workshop participants, Globerson and 
Zwikael (2002) analyse the project managers’ impact on the planning phase, and 
conclude that communication and risk management can unquestionably be improved.  
 
Jiang and Klein (2000) surveyed members of the PMI and concludes that the lack of 
expertise among team members is a major risk. Jiang and Klein (2001) also surveyed 
PMI members, however this time with a different focus. In this study the majority of 
PMI members assumed that common practise to mitigate risk is to obtain participation 
and commitment from both users and management. Interestingly, 66 per cent of the 
surveys conducted by Jiang et al. (2000) were completed by “important IS positions - 
project leaders, IS managers, or IS executives” (p. 5), and reach the conclusion, which is 
quite similar to the findings of Remenyi and Sherwood-Smith (1999), that a consensus 
between various stakeholders has to be found. The various stakeholders were defined as 
the management, the project team and the users.  
                                                 
5Ethical considerations are discussed in Chapter 4.6.2. 
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These studies, including Standish Group (1994), show clearly that, depending on the 
respective focus of each individual study, different stakeholders are important. Hence, it 
could conceivably be hypothesised that all stakeholders are important for an IT project 
(Thamhain 2004, Legris and Collerette 2006, Bourne and Walker 2007). In other words, 
a holistic view can only be provided by considering all project stakeholders; this 
includes all stakeholders, even those stakeholders who are not yet included in the 
project risk research studies discussed so far. The reason for this assumption is that new 
project risk research studies, with a different focus, may result in identifying new 
stakeholders, which are, as stated previously, crucial for a successful project outcome. 
This is the reason why this study initially does not focus on a selected set of 
stakeholders. Naturally, depending on the number of stakeholders involved in the 
researched IT projects, the researcher has to focus on specific stakeholders during the 
course of this study. However, instead of limiting the focus on a pre-defined set of 
stakeholders already at the beginning, and based on assumptions, which may or may not 
be veritable, the required stakeholders for this study will be defined during executing 
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2.3 The Project Environment 
As shown in Chapter 1, the project environment is separated into socioeconomic and 
organizational environment6. In contrast to the organizational environment, research 
related to the influence of the socioeconomic environment on IT projects is limited. 
Based on the results of project risk research and owing to the intention of this study to 
provide a holistic view on the researched IT projects, the socioeconomic environment 
ostensibly has to be included. This Chapter discusses in particular the way the specific 
researched IT projects deal with legal as well as cultural influences.   
 
Another aspect that may help to provide a holistic view of IT projects may be the 
assessment of the organizational environment in which the project will be executed 
(Thamhain 2004). Even when considering the limited influence of the project manager 
on the organizational environment, the considerable influence of the organizational 
environment on the project is apparent; the project risk research debate in Chapter 1 has 
already outlined this implication. Furthermore, the discussion of the motivation theory 
in Chapter 3 intends to show that the organizational environment plays an important 
role when it comes to stakeholder motivation. The ownership of the organizational 
environment can be seen in association with the operating company (Jiang et al. 2001)7.  
 
The organizational environment of an IT project can be defined as the organization’s 
level of awareness and understanding towards a project, and therefore demonstrates the 
level of maturity; a high level of maturity can definitely support the execution of IT 
projects.  
 
Kotnour (2000) argues in his research that project organizations should focus on 
building knowledge because increased knowledge is associated with increased project 
performance. Hence, the outcome of the organizational learning process, which can be 
described as the process of setting up and improving the organization in order to support 
project execution, shows the organization’s level of maturity in terms of project 
                                                 
6Chapter 3.4 further defines the project environment by integrating the aspect of organizational culture. 
7The discussion of ownership of the project environment and the presented project environment in 
Chapters 5 and 7 leads to a practical recommendation for further research in Chapter 10. 
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execution. An organization that customizes its processes based on its identifiable project 
management learning experiences and other sources, including how to support project 
execution from an organizational point of view, may indicate a high level of maturity. 
Moreover, an organization’s drive towards standardization, which clearly enhances 
project effectiveness, can be seen as a key element of a mature organizational 
environment (Toney and Powers 1997, Milosevic 2001).  
 
Not surprisingly, further analysis reveals that in general there is a significant positive 
correlation between the high failure rate of IT projects and low level of organizational 
maturity. Ibbs and Kwak (2000) report that today’s project management maturity is the 
least mature in project-driven organizations, “but all the industries have substantial 
room to improve” (p. 11). On the whole, managers who are “engaged in the reality of 
organizational project management capability development, are more concerned with 
capability and results than they are with the concept of maturity” (Crawford 2006, p. 
84). Only high-performing organizations seem to show more flexibility in adapting their 
organizational environment to the necessary requirements (Blomquist and Müller 2006).  
 
Consequently, this study requires a model that can assess the maturity of the 
organizational environment of the operating company. The first requirement is that this 
model has to cover the various aspects of organizational support. Toney and Powers 
(1997) developed the Projectized Functional Management (PFM) Model which explores 
the best practice for large functional organizations to adopt project management. This 
Model is structured in three areas:  
“First are the strategic elements consisting of approaching the concept and 
vision of the project group as an implementation of the corporate vision. 
Second is the focus upon project management professionalism – the 
exhibition of professional qualifications and expertise – and, third, are 
methodology issues such as standardized templates and procedures.” (p. 7)  
As is evident, area one and two are based on the measurable research results, whereas 
aspect three is solely a recommendation and thus not supported by clear evidence. 
Despite this inconsistency, these three areas have commonly severed as a starting point 
in this study when comparing and evaluating other maturity models.  
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Jiang et al. (2001) present another approach to the subject matter by examining whether 
“pre-project partnering activities and software implementation policy directly relate to 
project manager performance” (p. 3). The PFM Model includes both areas, however 
Jiang et al. (2001) seem to be primarily focused on project deployment, because, for 
instance, the organizational structure is not included in their study.  
 
The maturity model as illustrated by Ibbs and Kwak (2000) covers general 
organizational information (Section 1), organizational project management process 
maturity assessment (Section 2) and actual project performance assessment (Section 3). 
Hitherto, this model seems to deliver the required content, nevertheless detailed 
comparison with the Tony and Powers’ (1997) Model may provide further evidence. 
This inevitably leads to another requirement for the selection of a model for this study: 
the availability of a model. Ibbs and Kwak’ (2000) model must be interpreted with 
caution, because it is not featured visibly in the article, yet, implicit assumptions can be 
made underpinning that the model does not cover the expected aspects. Section 2 of 
their study refers to the eight project management knowledge areas of the PMBoK® 
(1996), and these eight areas – similar to the nine areas of version 2008 - do clearly not 
cover the organizational environment. Hence, it could conceivably be hypothesised that 
even by adding the project management processes of a project-driven organization 
environment, this model is too narrowly focused, as non-project-driven organizations 
and their organizational environment are not included. Therefore, Ibbs and Kwak’s 
(2000) project methodology as laid out in Section 2 of their study can be compared with 
Tony and Powers’ (1997) Area 3. The other two Areas of the PFM Model are not 
included at all or appear not detailed enough in Ibbs and Kwak’s (2000) model. 
 
Ibbs and Kwak’s (2000) study is based on a questionnaire, which was sent to 38 
different companies and government agencies in four different industries. This aspect 
presents another requirement for selecting an appropriate model: the source of evidence. 
Similar to Ibbs and Kwak (2000), whose research is also based on questionnaires, the 
evidence brought forward by Jiang et al. (2001) is based on 78 returned questionnaires 
from PMI members. Ibbs and Kwak (2000) state:  
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“Ideally, the project management level should be measured by visiting each 
participating organization and conducting an in-depth interview with each 
organization’s project managers to determine current project management 
practices.” (p. 7) 
Tony and Powers’ (1997) study is based on questionnaires and discussions among 
various large functional organizations of different industries. Consequently, based on a 
wider source of evidence, the PFM seems to be suitable for this study. 
 
To summarize, the three PFM Model areas allow adequate coverage of the 
organizational environment, even if the third area of methodology issues, involving 
standardized templates and procedures, is seemingly not covered in-depth. It is 
interesting to note that neither of the discussed models extends this range of aspects nor 
is accessible without any restrictions, available in detailed form, industry-independent 
and focused on large functional organizations8. Another advantage is that the included 
key success factors and core best practices of the PFM Model can be deployed for an 
assessment of the operating company. Therefore, the Fortune 500 Project Management 
Benchmarking Study by Toney and Powers (1997) is selected as guideline for this study 













                                                 
8Other models have been assessed as well, however a further discussion was discarded in this study as the 
listed prerequisites could not be fulfilled - such as for the Organizational Project Management Maturity 
Model. 
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2.4 Project Management Methodologies 
The findings in this Chapter indicate that the inclusion of all stakeholders and reviewing 
the project environment is necessary to provide a holistic view and thus to understand 
the complete picture; it is self-evident that the IT project has to be described as well. 
Therefore, a project management methodology may help the researcher describe the 
specific IT project in a structured way and show which elements were and were not 
been delivered.  
 
In fact, a large number of project management methodologies are available from project 
management oriented organizations, companies and individuals. However, the majority 
of these methodologies can be identified as specialised methodologies geared toward 
certain project-types within their particular industry. The methodologies, for example, 
of Industrial Business Machines (IBM) and Computer Sciences Corporation (CSC) have 
been assessed with a focus on IT projects; IBM’s basic project management 
methodology is called WorldWide Project Management Methodology (WWPMM), and 
CSC has developed Catalyst. In both cases, the methodologies are deployed and utilized 
internally. For instance, Catalyst was deployed to build a project management 
methodology for Siemens Business Services (SBS) and WWPMM was installed by 
Siemens ICN for their internal project management methodology. Another example 
consistent with this type of deployment is PRINCE (Projects in Controlled 
Environments) and the further development PRINCE2, which were developed as a UK 
Government standard for information systems (IT) project management. It becomes 
obvious that the main disadvantage of these methodologies in respect to this study is 
that these methodologies are not freely accessible or their circulation is limited.  
 
In stark contrast, the methodologies provided by project management organizations are 
freely accessible, for instance, from project management organization such as APM 
(Association for Project Management), IPMA (International Project Manager 
Association) and the PMI (Project Management Institute). Presently, the term Body of 
Knowledge (BoK) is commonly used in books describing project management 
methodologies.  
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The idea to create a global BoK has already been discussed (Pinto 2002), however, 
seems too difficult and complex to conduct. Morris and Morris (2001) observed in the 
first meetings for a global BoK that it would be very challenging for the participants to 
reach all required agreements; this can be illustrated by the observed differences among 
participants of first meeting when debating the scope of a global BoK structure. Due to 
the lack of a global BoK another project management methodology has to be selected 
for the purpose of this study. 
Focus of the BoK’s 
Each BoK claims to have a generic approach, which intends to fit most project types. 
Nevertheless, they do not take into account that the development of an individual BoK 
methodology is directed by the members of the particular organization. It is evident that 
- depending on the industry the members have gained their experiences from as well as 
the sector of the majority of the supporting companies - each BoK automatically would 
shift their focus toward their respective background. This focus can be detected, for 
instance, in the conferences that have been organised for each individual BoK and the 
selected sectors of the industries present (Zobel and Wearne 2000). This situation 
confirms that a certain industry focus of each BoK can be assumed and thus is important 
to consider. For example, CSC is a PMI member and not surprisingly a strong link 
between Catalyst and the PMI method can be found. Catalyst (CSC 1999) was evidently 
build on and influenced by the PMI method. Also, IBM (2001) refers to the PMBoK® in 
so far that they deploy the same terminology. Furthermore, a high number of members 
of the IT and communication industry can be found in the PMI. 
Circulation 
Another aspect, which is important to consider when choosing a project management 
methodology, is circulation; this aspect is a key factor in this thesis. The PMI has more 
than 200.000 members worldwide (PMI 2006) and 65.000 (PMI 2003) certified project 
managers who are acquainted with the PMBoK® methodology. PMI reports that the 
number of certified project managers grows each month by 2000; however, the certified 
project managers are not necessarily members. These figures demonstrate that the PMI 
is the largest worldwide organization for project management. In comparison, the APM, 
which is the largest association for project management in Europe, has 13.500 members 
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(APM 2003). The IPMA has to be seen as a European head organization for project 
management, which is in cooperation with national associations; in the United 
Kingdom, the APM is the national partner of the IPMA. All together the IPMA 
(including the national associations) has approximately 20.000 members (IPMA 2003). 
Additionally, various project management methodologies are based on or linked to the 
PMBoK®. For example, CSC Catalyst is based on PMI and was deployed as starting 
point for SBS’s methodology. IBM’s WWPMM gives reference to the PMBoK® and 
moreover was initially deployed by Siemens ICN. 
Discussion 
Morris and Morris (2001) conclude after discussing both APM’s (Association for 
Project Management) and IPMA’s (International Project Manager Association) BoK 
that the PMBoK® guide is too narrowly focused, and none of the presented BoK 
versions was essentially flawless. Each BoK seems to face the same problem, which is 
that due to the fast changing business environment and new research outcomes they 
have to be updated regularly based. Consequently, there is no general, up-to-date BoK 
available, which serves this study.  
 
Morris and Morris’ (2001) conclusion refers to the PMBoK® (2000), and can also be 
applied to the PMBoK® (2008). A considerable amount of research studies criticize the 
PMBoK®: Kinsella (2002) recommends enhancing the PMBoK® by adding alternative 
forms of accounting techniques to determine cost. Actually, Ibbs and Kwak (2000) 
identify cost management as an important measure for maturity. As a result, Ibbs and 
Kwak (2000) do not see a need for the use of other accounting techniques as suggested 
by the PMBoK®. Schelle (2003) takes this line of reasoning one step further and argues 
that the PMBoK® is at best on the advancement level of the 1980s. According to his 
critique of the PMBoK®  up-to-date tools and techniques – among others – are markedly 
missing. 
 
Within the framework of this study, a further discussion as to whether the current tools 
and techniques endorsed by the PMI are up to date is not necessary, because only the 
recommended outputs of the method are required for analysis. The researcher deploys 
the method only as a guideline to assess whether recommended project management 
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documentation is available in the observed project; yet, which project management tools 
and techniques exactly were deployed in the IT project. This can be illustrated easily 
with the example of accounting techniques, where the result of delivering cost 
controlling is important – whether Kinsella (2002) deploys ABC or Ibbs and Kwak 
(2000) deploy the techniques recommended in the PMBoK® is not relevant for this 
study.  
 
Apart from tools and techniques, several recognized studies additionally criticise9 the 
content of project management areas: (1) CSC (1999) adds in their Catalyst Model the 
physical environment establishment as an individual process within project management 
processes to demonstrate the importance of this process. (2) Ibbs and Kwak (2000) on 
the other hand append a “project management process called the project-driven 
organization environment, which supports sustaining project-driven organisations”10 (p. 
5). This research, however, is not focused on a project-driven organization and therefore 
this recommendation is not integrated in the project management methodology deployed 
in this study. (3) Kuruppuarachchi et al. (2002) mention that research has not given 
sufficient attention to change management. This aspect is particularly important for IT 
projects, because IT projects cause change. In other words, the requirement to change 
the behaviour of, for instance, the users is not considered sufficiently. Therefore, this 
specific recommendation needs to be integrated in the project management 
methodology deployed in this study.  
 
A further point of critique mentioned by Turner (2006, slide 18) is the “major flaw in 
the PMI® PMBoK®” that it “does not deal with the start-up, feasibility and design stages 
of the project (…) the project manager is given a charter, tugs his or her forelock, 
salutes and does as he or she is told”. This aspect is integrated in this research by 
considering a human-based methodology. 
                                                 
9In this case the critique also includes recommendations to extend PMI’s methodology. 
10Ibbs and Kwak (2000) utilized the PMBoK© (1996) with eight knowledge areas and referred their 
recommendation to this version. Nevertheless, this recommendation is also not included in the PMBoK© 
and thus the same arguments can be applied. 
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Selected Methodology in This Study 
In summary, a freely accessible BoK should allow everybody to understand the 
methodology selected for this study; yet, a global BoK is not available today. Instead, 
the PMBoK® (2008), due to its large circulation, has become a well-known project 
management methodology. Therefore, the PMI project management methodology 
PMBoK® (2008) is selected as the project management methodology for structuring the 
collected evidence in this study. Owing to the focus of this study on IT projects, the 
recommendations of CSC (1999) and Kuruppauarachchi et al. (2002) are integrated 
additionally. 
 
This study utilizes an adapted version of the PMBoK® (2008) in order to structure the 
collected project management evidence appropriately, even though there is no clear 
academic evidence to justify the included areas as key success factors and the project 
management processes as core best practices. With the aim of structuring the deployed 
project management tools and techniques the conceptual framework of this study 
integrates the ten project management knowledge areas, of which the tenth area is one 
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2.5 The Project Life Cycle 
The project life cycle is a model that endeavours to explain the intended growth of a 
project in an understandable and simple way, in other words to “illustrate simply the 
‘progress philosophy’ ” of the project (Bonnal et al. 2002, p. 12). Hence, it could 
conceivably be hypothesised that - in view of progress philosophy in general - the 
project manager and the project team can improve the understanding and 
communication within the project process. A number of generic and specialised project 
life cycles are available for deployment depending on, for example, the purpose of the 
project (PMBoK® 2008), management aspects (Bonnal et al. 2002) or the experience of 
a company such as CSC (CSC 1999). As this study intends to cover a wide range of IT 
projects, and for this reason it employs a generic project life cycle with four phases 
(Hormozi et al. 2000, Bruke 2001). These four phases distinctively are: The project 
initiation phase, the project planning phase, the project execution phase and the project 
hand-over phase. Each phase is named according to its deliverable, which should be 
created and can be seen as a mini-project (Bruke 2001). The project initiation as well as 
planning phases are also known as the project start, however, due to their respective 
deliverables, they clearly need to be differentiated from each other (Besner and Hobbs 
2006).  
2.5.1 The Project Initiation Phase 
The initiation phase starts after recognising a problem and the demand for an 
improvement or seeing an opportunity. It can be suggested that the general project 
objective is innovation, which is closely examined. It can be expected that the initiation 
phase outputs a feasibility report to justify the project; a feasible solution should include 
an analysis of the technical, business, financial and socioeconomic environment 
containing expectedly definitions, constraints and assumptions. It can be assumed that - 
depending on the content of the feasibility study - it is optional to define and include the 
project manager, members of the project team, users as well as the required vendors of 
the project. Due to this option some authors see the initiation phase as a pre-project 
phase (CSC 1999, Datta and Mukherjee 2001), which is thus not included in the proper 
project life cycle. Nevertheless, the importance of the feasibility study is recognised in 
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both approaches. As a result, the initiation phase is integrated in the generic project life 
cycle, owing to the possibility of executing the project initiation phase with project 
stakeholders. 
2.5.2 The Project Planning Phase 
It is said that the project planning starts after the management’s decision to continue 
with the project. If not defined previously during the initiation phase, both the project 
owner (or sponsor) and the project manager should be defined at the latest concurrently 
with the management’s decision to resume the project (Jiang et al. 2001). It is possible 
that the feasibility study already contains a top level plan to demonstrate the feasibility 
of a project. The planning phase defines the detailed planning process of a project 
referring to its main elements: scope, approach, deliverables, budget and schedule .It is 
generally agreed that this includes the complete setup of project management processes 
as well as a clear, understood and accepted formulation of the detailed project 
objectives; explicitly: a) The definition of the requirements, b) technical specification 
and c) a common project success perspective by the project stakeholders. In other 
words, this phase covers the complete setup and definition of a project and including the 
main resources: the project stakeholders. The output of the planning phase is the project 
baseline plan including all sub-plans to execute the project. The importance of this 
phase cannot be overemphasized (Hormozi et al. 2000).  
 
Riggle (2001) explains this importance arguing that the “failures are often the result of a 
breakdown at the requirements analysis level” (p. 40). It appears that Riggle (2001) puts 
the focus on a misunderstanding between the user and corporate objectives. This reflects 
the fact that this analysis level is referring to the project planning phase. In another 
study on “an empirical analysis of the relationship between project planning and project 
success”, Dvir et al. (2003, p. 89) survey more than a hundred defence R&D projects. 
The findings support the writer’s view that project success is positively correlated with 
the investment in requirements and project management training, and, on the other 
hand, also that project success is insensitive to the level of (project) management 
processes and procedures implementation.  
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While the overall outcome of this study highlights the importance of the project 
planning phase, the setup of the project management processes and procedures can be 
seen as insensitive to the project success. Nevertheless, project management processes 
and procedures are the tools and techniques for a project manager to collect the 
requirements, and the requirements symbolise the outcomes of these processes and 
procedures. Of course, the outcome is presumably important for a project, however it 
could not be produced without these processes and procedures, which have to be already 
implemented in the project planning phase. This explanation supports the importance of 
the project planning phase, and equally of the project management processes and 
procedures.  
 
In their study on “the impact of the project manager on project management planning 
processes” Globerson and Zwikael (2002, p. 1) follow the same logical chain of 
arguments. They state that a project can only be successfully completed if the project 
planning phase was properly implemented by deploying the tools and techniques as 
utilized in project management. Poor planning on the other hand, would neither allow 
appropriate execution and control processes nor the achievement of the project 
objectives.  
2.5.3 The Project Execution Phase 
The execution phase performs the project baseline plan so that the product or service is 
created, produced, programmed, tested, delivered and implemented depending on the 
respective project objectives. Although the major effort may be invested in the 
execution phase, the keen focus on a detailed and good project start can help to avoid 
unnecessary problems and re-works in the project execution phase (Womack et al. 1990, 
Hormozi et al. 2000, Ibbs and Kwak 2000). By way of illustration, the number of 
change requests brought forward by the business users may demonstrate the quality of 
collection and understanding of the business user requirements. To satisfy the needs of 
the business users, these misunderstandings have to be corrected by re-working. Icmeli-
Tukel and Rom (2001) use this re-work scheme for measuring the quality of a particular 
project. On the other hand, unnecessary re-work is seen as time and resource consuming 
(Burke 2001) and thus may point toward another key point as to why projects fail 
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(Riggle 2001). It appears that the origin of this problem lies in the issue of inadequate 
project planning and underlines once more the importance of the project planning phase.  
2.5.4 The Project Handover Phase 
Prior to handing over a product or service to operations, all necessary steps have to be 
executed. The handover should include the final acceptance, contractual payments to 
providers, post-audit reports, which provide recommendations for future projects, and a 
final project meeting with all stakeholders, as this may help getting support for future 
projects from these stakeholders. In addition, this phase may include final testing, 
writing manuals, training and presentation sessions related to the new product or 
service. This marks the end of the project phase and thus results in the handover of the 
project maintenance responsibility to operations. Even if a project has to be terminated, 
because it has allegedly failed, this phase can be seen as extremely important “because 
of the lasting impact on future projects as well as the organization’s image” (Hormozi et 
al. 2000, p. 45).  
 
It would seem that the generic project life cycle allows structuring different projects 
leading to a better comparison and understanding of the project processes. Furthermore, 
the discussion of the four generic project life cycle phases underlines the importance of 
the project planning phase and therefore this study aims to focus on the project life 












                                                 
11Chapter 4.5 lists all constraints on suitable projects. 
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2.6 Project Success 
The project success is assessed after the end of the specific project. This assessment is 
evaluating of the project objective, as defined during the project initiation phase and as 
achieved after the project handover phase. If the project achievement varies from the 
project objective, it can be assumed that the project did not deliver the initially projected 
targets. While this evaluation may help to clarify the difference between the original 
project objective and what was ultimately delivered. Notably, it does not include project 
objective changes, which have been made during the project life cycle. Yet, these 
changes obviously have to be considered in this evaluation as well, especially if the 
project objective had been altered. Considering the original project objective and the 
changes made, each project stakeholder is bound to make an individual judgement about 
the project outcome based on their personal expectations.  
 
However, for this study it is necessary to view a project outcome from a largely 
objective point of view. Therefore, the project is assessed against the specific project 
success criteria, which had been accepted by the project stakeholders at initial stage of 
the project. Generally speaking, the approach of judging project success on the basis of 
pre-defined project success criteria is accepted. On the other hand, there seems to be no 
common ground on the question, which project success criteria, should be deployed and 
how they should be assessed (Jugdev and Müller 2005); even the suggested definitions 
vary.  
 
It can be concluded that project success lacks a common definition, and thus in 
perspective of this research it seems necessary to start with a definition prior to 
discussing criteria as well as a framework for project outcome assessment. 
2.6.1 Project Management and Project Success 
The expression ‘Project Management Success’ is frequently found linked up with 
project success (Munns and Bjeirmi 1996, Baccarini 1999). However, the 
aforementioned expression merged with the widely undefined term ‘project success’ 
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may presumably lead to confusion and misinterpretation. Therefore, this study adopts 
the term ‘project management professionalism’.  
2.6.2 Project Success Criteria 
The traditional approach to measuring the success of a project incorporates the project 
time scale, utilised resources and delivered functions. Time is simply measured by the 
actual duration of the project - from project initiation to project handover phase. The 
resources are presented as a value against the budget, as in how many resources such as 
staffing, services and goods were actually utilised. It would appear that in most projects 
only the outgoing financial flow of the operating company tends to be reported. The 
delivered functions traditionally are controlled by means of a checklist, which is 
included in the project statement of work or in the contract of the vendor. These 
traditional criteria are also known as the internal success criteria for a project or as 
‘project success triangle’. 
 
Wateridge (1998) investigated how IT projects could be measured, and, based on the 
finding that in successful projects the agreement on the success criteria was higher than 
in failed projects, states:  
“Project managers must get agreement from all stakeholders on the criteria 
for success through better communication, particularly on the more 
subjective issues, and then, only then, can project managers decide on the 
factors necessary to deliver success.” (p. 63)  
Likewise, this recommendation can be found in Icmeli-Tukel and Rom (2001) as well as 
in Shenhar et al. (2001); it also serves as the starting point for the project success 
assessment in this study, whereby alternations of the project objective together with the 
project outcome is compared against these criteria.  
 
An additional aspect for project success is the point of time when to measure project 
success. Pinto and Slevin (1988) as well as Pinto and Covin (1989) found out that 
depending on the project phase the factors for project success change for the project 
manager. In earlier phases the focus is on internal factors such as budget, schedule and 
technical performance, whereas customer satisfaction becomes more important towards 
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the final project phase. Depending on the stakeholders’ success definition, this factor 
seems for the project manager rather important to consider within the project life cycle. 
Another study by Munns and Bjeirmi (1996) recommends that for a complete evaluation 
of the project success, is seems necessary to extend the project life cycle up to the point, 
“where the project (in this case the delivered solution) is dismantled and disposed of at 
the end of its useful life” to see the real success. According to this definition, this would 
lead to an integration of or combination with the product life cycle. In other words, this 
could be seen as the complete project process – added the operational phase until the 
disposal. This concept seemingly implies a complete modification of the generally 
accepted definition of a project. Nevertheless, considering the intention of Munns and 
Bjeirmi’s (1996) recommendation, it seems insufficient to measure only the short-term 
outcome of a project. Yet, it can be concluded that both studies indicate that the point of 
time is important to consider when assessing project success. 
 
Shenhar et al. (1997, 2001) developed a Multidimensional Strategic Concept, which is a 
framework to assess project success by “showing how different dimensions mean 
different things to different stakeholders at different times and for different projects” (p. 
699). It is generally agreed that this framework delivers a comprehensive approach to 
project success assessment: First, this approach differentiates between projects 
assuming that different projects need different assessments12. Second, it combines the 
eminent criteria with the company’s strategic orientation, and finally, it shows the 
dynamics of project success considering the time factor.  
 
The combination of these three elements cannot be found in the models discussed by, 
for instance, Munns and Bjeirmi (1996), Icmeli-Tukel and Rom (1998) or Baccarini 
(1999). 
                                                 
12Dvir et al. (1998) as well as Icmeli-Tukel and Rom (1998) support the idea that in the context of project 
success assessment ‘one size does certainly not fit all’. 
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2.6.3 Project Outcome Assessment  
This study employs the Multidimensional Strategic Concept as a descriptive model for 
project outcome assessment in. In accordance with the above-presented project 
distinction, the researched IT projects are classified. Moreover, as in regards to the 
success dimensions and criteria, the IT project objectives are described and grouped up 
within the suggested four dimensions. In this study, the selected IT projects are assessed 
within the first two dimensions dealing with the dynamics of time:  
 
• The first dimension can be assessed during a project’s execution and in the final 
stage of the project and  
• The impact – the customer’s satisfaction – can be assessed within the second 
dimension a few months after the product was handed over to the customer. 
 
The advantage of this approach seems to be that the project outcome of different 
projects can seemingly be assessed and compared straightforwardly. 
2.7 Conclusion 
This research seeks to provide insight into whether motivation can explain why IT 
projects tend to fail, and therefore a holistic view of the project has to be provided. 
Referring to the debate on project risk research studies in Chapter 1, this requirement 
can be considered essential, and can also be seen as a prerequisite in the following 
research strategy discussion in Chapter 4. Although the requirement of a holistic view 
emerged from the discussion of the project risk research studies in Chapter 1, these 
studies do seemingly not consider the three project aspects, which have been identified 
in this Chapter as essential in order to complete the Comprehensive Problem-solving 
Picture from a project management point of view:  
 
First, as argued earlier in this Chapter, no up-front limitation seems to be imposed on 
one or additional project stakeholders. The research strategy discussion in Chapter 4 
continues this discussion examining to what extent this aspect influences the research 
strategy. To ensure a structured and systematic approach, the stakeholders, depending 
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on their involvement in the IT project, are grouped into contribution stakeholders, direct 
stakeholder and indirect stakeholders. 
 
Second, based on the project risk research evaluation, in order to present a holistic view 
on the project the project environment has to be considered. For this purpose, the project 
environment is separated into the socioeconomic and the organizational environment. 
The PFM Model serves as a guideline to structure the collected evidence and to assess 
the maturity of the operating company – in other words, in which way the 
organizational environment supports the project execution.  
 
Third, to provide a structured overview of the project management tools and techniques 
deployed in the observed IT projects a modified version of the PMI® project 
management methodology was selected. The reason for the selection of this 
methodology is its wide circulation, which may facilitate comprehension of this study’s 
background and foundations.  
 
Furthermore, theoretical aspects such as project life cycle, project size requirement and 
project outcome have been discussed in this Chapter, as they seem to apply to the 
context of this study. The identified project management aspects in this Chapter provide 
the content for the IT Project Process Model (Figure 2).  
 
 
  65/ 299 
3 Motivation in the Work Environment 
3.1 Summary 
This Chapter discusses the aspects that are required to determine a lens of motivation, 
which may then enable the researcher to view and examine IT projects. Firstly, this 
Chapter enters into a general discussion about motivation and resistance with the 
intention to create a solid foundation. Secondly, for the purpose of conducting research, 
a suitable motivation theory is selected. Finally, this Chapter discusses two relevant and 
vital aspects of this study: the organizational culture and the global focus of IT projects. 
3.2 Motivation and Resistance 
As outlined in Chapter 1, this study focuses on motivation within the context of a work 
environment for (IT project) group objectives in this age of Internet and Intranet. 
Ambrose and Kulik (1999), in reference to Pinder (1998), describe work motivation as 
 “the set of internal and external forces that initiate work-related behaviour, 
and determine its form, direction, intensity, and duration. Work motivation 
is a middle-range concept that deals only with events and phenomena 
related to people in work context” (p. 231).  
Furthermore, it is necessary to consider that job-related motivational factors can change 
over time (Wiley 1997, Rabey 2000, Langbert 2002, Holland et al. 2002). Therefore, a 
suitable motivation theory should take into account people’s need for motivation in a 
today’s work environment.  
3.2.1 Intrinsic Motivation 
In his research on motivating factors of Information System (IS)13 personnel Courger 
(1988) states: “The results of my most recent study of 1.800 analysts and programmers, 
however, hold good news for managers: the number one motivating factor for IS 
personnel is the work itself.” (p. 60)  
 
                                                 
13Information System personnel are the technical contribution stakeholders of an IT project. 
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Whereas Couger (1988) focuses exclusively on IS personnel, this study also includes 
non-IS personnel, which is due the holistic view of IT projects as applied here. 
Likewise, Gee and Burke (2001) incorporate non-IS personnel arguing that today’s 
tendency to consider fulfilment of the employees’ needs focuses on the task itself. In 
other words, the task itself plays an important role when it comes to the human need for 
motivation in today’s work environment. 
 
Intrinsic motivation is the psychological reward from the work task itself. In this sense 
it is this inherent satisfaction itself, which can motivate personnel to execute and 
complete a task (Ryan and Deci 2000). As research shows, intrinsically motivated 
human resources care about their work, perform better at problem-solving tasks, look to 
improve and above all feel energized and fulfilled when performing the task well. 
Intrinsic motivation is associated with a better conceptual understanding, greater 
creativity and richer experience (Bumpus et al. 1998 with references to Deci and Ryan 
1992). All aspects mentioned can be defined as key elements of IT projects.  
 
So far, intrinsic motivation, based on the psychological reward from the work task itself 
(Ryan and Deci 2000), is discussed only from the individual’s point of view. This study 
examines IT projects, in which a team has to complete a group objective. Studies 
comparing the effectiveness of semi-autonomous groups and traditionally organised 
groups report higher effectiveness in semi-autonomous groups (Cordery et al. 1991, 
Janz et al. 1997). In other words, intrinsic motivation also affects individuals in a group 
setting such as an IT project. The following discussion considers these findings.  
 
In contrast, a further differentiation between intrinsic motivation as a state versus 
intrinsic motivation as a trait-like characteristic (Amabile et al. 1994, Eccles and 
Wigfield 2002) and the effect on career success (Judge et al. 1999) is not considered in 
this research; this being mainly due to a lack of the exigency as well as accurate 
research in a work environment.  
 
It has to be mentioned here that most research outcomes refer to the private sector and 
consequently the question arises whether intrinsic motivation also could work for the 
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public sector. Gabris and Simo (1995) argue that there are no significant differences 
between employees in the private or public sector. In fact, Peled (2000) states that in a 
functional project team setting effective project teams can be built also in the public 
sector, even though these teams are slightly weaker than in the private sector. These 
findings support the writer’s view that this study does not need to limit itself to the 
sector or industry of the identifiable operating company.  
3.2.2 Extrinsic Motivation 
Whereas intrinsic motivation is driven by the satisfaction of the task itself, extrinsic 
motivation shifts the focus on the execution of a task to achieve a separable outcome. In 
contrast to intrinsic motivation, extrinsic motivators are controlled by others. 
 
The most common feature of extrinsic motivation is commonly seen as tangible rewards 
such as pay rises, bonuses and benefits. The findings of the effects of tangible extrinsic 
rewards on intrinsic motivation seem controversial. Deci et al. (1999) state:  
“As research has shown, there are conditions under which tangible rewards 
do not necessarily undermine intrinsic motivation, but the evidence 
indicates clearly that strategies that focus primarily on the use of extrinsic 
rewards do, indeed, run a serious risk of diminishing rather than promoting 
intrinsic motivation.” (p. 659) 
A possible explanation for this might be that people feel controlled by an extrinsic 
reward, whereby their sense of self-determination (choice) will finally be undermined. 
This effect, also known as 'crowding-out effect' (Frey and Osterloh 2002), is mainly 
demonstrated by laboratory experiments deploying game tasks (free-time measure) in an 
educational environment. Especially in the study of Deci et al. (1999) the controversial 
debate becomes obvious when taking into account their detailed analysis of the 
Cameron and Pierce’ (1994) findings. 
 
A historical overview of studies researching and discussing the influence of extrinsic on 
intrinsic motivation is available on the Deci’s (2001) homepage. This list includes, for 
example, the study of Wiersma (1992) as a supporting study for Deci’s findings during 
free-time measure. Additionally, Wiersma’s (1992) meta-analysis researches the effect 
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of extrinsic on intrinsic motivation during task performance and with an extrinsic 
reward in effect. In this case, though, the results of the free-time measure are not 
supported. The experiments measuring performance show an additive effect on 
motivation. Another meta-analysis by Guzzo et al. (1985) concludes that combined 
initiatives, such as job redesign and financial incentive plans, generally produce greater 
effects than separate initiatives. This finding demonstrates clearly that in the situation of 
job redesign an additional financial incentive plan has an additive effect.  
 
However, these findings are not necessarily controversial. Deci (1995) explains that if 
extrinsic rewards are given in a non-controlling way, they do not have the negative 
effect on intrinsic motivation. Hence, examining closer the acknowledgement of good 
work, the question arises in which manner as well as form rewards should be given. 
Gneezy and Rustichini (2000) researched this issue arguing that monetary incentives at 
low values would have a detrimental effect on performance. Only a higher monetary 
compensation produced higher performance. The definition of an acceptable – high – 
extrinsic reward depends though on the individual and is in the real-life world very 
difficult and subtle to determine (Frey and Osterloh 2002). On the other hand, in cases 
where large payments are not possible, Gneezy and Rustichini (2000) recommend “the 
rule ‘a small payment is better than nothing’ might be a bad rule” (p. 801).  
 
Besides the tangible extrinsic rewards, there is the group of intangible rewards such as 
praise and positive feedback. Cameron and Pierce (1994) hypothesize that positive 
feedback does not harm an individual’s intrinsic motivation. The other side of the coin 
is however the negative aspect of intangible extrinsic motivation: Punishment. In quite 
the same way as the extrinsic rewards, punishment is controlled by others, for instance, 
the supervisor, whose principal duty is to motivate.  In contrast to the effects of extrinsic 
rewards, the effect of punishment on intrinsic motivation is not seen as controversial: 
Punishment destroys intrinsic motivation. The reason for this phenomenon appears to be 
that using punishment for motivation only motivates individuals to do their best to avoid 
punishment (Deming 1993, Daniels 1999). More motivation, especially intrinsic 
motivation, allegedly cannot be created by the threat of punishment, and if any intrinsic 
motivation existed previously, it would subsequently be destroyed. Instead, Deming 
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(1993) recommends driving out fear, which means to completely remove punishment 
from work task motivation. 
 
In summary, intrinsic and extrinsic motivation go hand in hand (Mahaney and Lederer 
200614). Especially intangible extrinsic rewards such as praise and positive feedback can 
support intrinsic motivation. Due to the difficulty of identifying the right measure for 
extrinsic tangible rewards and the challenge to give this reward in a non-controlling 
way, this study assumes a negative influence of task-related tangible extrinsic rewards 
on intrinsic motivation in IT projects – a pure work setting. 
3.2.3 Toward Resistance  
Generally speaking (Analoui 1995), resistance is a form of unconventional or irrational 
behaviour to express non-compliance with shared organizational values. Analoui (1995) 
states that this ‘dark side’ of organizational life is relatively ignored with a  
“’grin and bear it’ attitude, in the hope that these practices will ultimately 
fade away – but they never do. (…) Managers still find it easier to dismiss 
sabotage at the workplace as an act of madness, as a crime or as immoral 
practice instead of acknowledging the existence of such, perhaps, 
reactionary behaviour as expressions of discontent at work” (p. 48).  
This self-expression of discontent at work appears to be the individual’s own rationale 
for this behaviour. Daly and Kleiner (1995) go one step further and argue that, because 
the manager is responsible for the subordinate’s performance, the managers should ask 
themselves whether the problem lied within themselves rather their team. 
 
The Cognitive Dissonance Model explains that irrational behaviour is caused by 
blocked motives (Hersey et al. 2001 with references to Festinger 1957 and Kaplan 
1982). In this Model the blocking of goal attainment, which may result in irrational 
                                                 
14Mahaney and Lederer (2006, p. 48) surveyed in-house project managers and found a supportive “effect 
of intrinsic rewards on satisfaction and quality as well as of extrinsic rewards on implementation 
process.” Even if certain aspects in this study could be discussed controversially, the positive effect of 
intrinsic and extrinsic rewards on the project success is definitely supported. 
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behaviour, is described as frustration. Frustration can occur as aggression, 
rationalization, regression, fixation, or resignation.  
 
Analoui (1995) identified six forms of unconventional behaviour within a work 
environment: (1) Pilferage, (2) indiscipline, (3) destructive practices (sabotage), (4) 
non-co-operation, (5) disruptive practices and (6) misuse of facilities. In the case of 
sabotage, Analoui (1995) states:  
“Sabotage is often employed when the saboteur, because of excessive 
managerial control and lack of autonomy, has found it difficult to use his or 
her initiative and creativity to further workers’ corporate interests and 
objectives.” (p. 58) 
According to Deci, the causes for sabotage, the managerial control and the lack of 
autonomy, are key ingredients for intrinsic motivation. This fact has to be strongly 
considered when selecting a motivation theory based on intrinsic motivation, as 
discussed in the following section. Even though research suggests that individuals in a 
negative state of mind normally aspire to change their mood (Ashkanasy et al. 2002), 
for a project manager the threat rather lies, for example, in project stakeholder’s 
resistance during the IT project execution or the acceptance of the IT project outcome. 
Therefore, resistance from the perspective of a project manager is defined as an 
individual’s behaviour which is not directed towards achieving the project objective. 
From the project management’s point of view it is a type of irrational behaviour, which 
is extensively documented by symptomatic project risk research (Chapter 1.4). 
 
Alternatively, from a psychological point of view, resistance is understood as rational 
behaviour of individuals. By providing an explanation for the individual’s rationale for 
their specific behaviour, a possible cause explanation is likely to be found as to why the 
individual does not comply with the group objective. By means of answering the 
question ‘why’, the explanation is expected to provide the missing link. This suggests 
that this research requires the selection of a motivation theory, which appears to be able 
to deliver this explanation in today’s project settings. 
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3.3 Motivation Theory 
3.3.1 Motivation Theories for the Work Environment 
As indicated in the previous Chapter, the specific motivation theory, which is required 
for this study, has to support today’s human needs for motivation in a work 
environment. Furthermore, it is assumed, that recently discussed motivation theories can 
reach a wider audience. Ambrose and Kulik’s (1999) research studies on work 
motivation, published between 1990 and 1997, identify seven traditional motivation 
theories: (1) Motives and Needs, (2) Expectancy Theory and Equity Theory, (3) 
Reinforcement Theory, (4) Goal-Setting, (5) Cognitive Evaluation Theory and (6) Work 
Design. These seven traditional approaches are discussed as follows in order to assess 
whether one of them can meet the requirements of this study. 
Motives and Needs 
It is generally agreed that research about motives and needs “peaked in the 1970s and 
early 1980s, and the last fifteen years has seen little empirical or theoretical research” 
(Ambrose and Kulik 1999, p. 233). In addition, Ambrose and Kulik (1999) highlight 
that recent research is primarily theoretical and that no clear link between job attributes 
and work behaviour could be established, as well as that “none of this research appears 
in mainstream management journals” (p. 236) - with the exception of Herzberg’s theory 
of motivators and hygiene factors, which is frequently presented within research of 
motives and appearing in mainstream management journals. Due to the scarcity of 
empirical or theoretical research conducted during the last 15 years, the applicability for 
today’s environment and for this study is thus not provided. 
Expectancy Theory and Equity Theory 
Similar to the equity theory, research on the expectancy theory declined substantially in 
the 1990s. Additionally, Ambrose and Kulik (1999) report that the focus of the 1990’s 
literature on the equity theory is fundamentally not on work motivation. Consequently, 
due to the lack of current academic support, a further discussion of one of these two 
traditional motivation theories in the context of this study has proved to be unnecessary.  
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Reinforcement Theory 
Reinforcement theory is technically defined as behavioural consequences: “Behavioural 
consequences are those things and events that follow behaviour and change the 
probability that the behaviour will be repeated in the future” (Daniels 1999, p. 25).  
 
Many studies have noted that research during the 1990’s concentrated on field settings 
and began to explore international applications with a focus on monetary reinforcement 
(Ambrose and Kulik 1999). Because of the current trend toward globalisation, this 
orientation towards field settings and international application makes this approach 
interesting. Ashkanasy et al. (2002) observe the trend towards globalisation, service 
orientation and technology. While the effectiveness of this approach has been widely 
reported as very successful (Andrasik 1989, Romero and Kleiner 2000), the success in 
service-oriented areas was comparatively limited. Stajkovic and Luthans (1997) argue 
that improvements in manufacturing settings were higher than in service settings. 
Furthermore, there is a clear tendency that current research is focused on monetary 
reinforcement. As discussed in reference to extrinsic motivation, monetary 
reinforcement may destroy intrinsic motivation. Therefore, it becomes apparent that the 
reinforcement theory is not appropriate for this study. 
Goal-Setting 
Within this theory, goal setting and giving feedback (to show progress) are seen as the 
most effective methods (Latham & Locke 1991, Locke 1996). On the other hand, there 
are conditions, which may limit the effectiveness of goal-setting. Staw and Boettger 
(1990) argue that goal-setting directs the individual focus toward goal achievement at 
the cost of other desirable behaviour patterns. Another behaviour research study shows 
that individuals can experience conflict when opting for multiple goals, which may 
result in the sacrifice of performance for one goal in favour of another (Gilliland and 
Landis 1992). Moreover, in regards to complex tasks, Mone and Shalley (1995) state 
that “do your best” (p. 251) goals lead to better performances than more specific 
(difficult and complex) goals. These findings reflect clearly that this approach is also 
not appropriate for this study. Projects require team behaviour when aiming to find one 
group solution; an individual’s flexibility is required to sacrifice individual goals in 
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favour of the project group objective. Furthermore, because of the possibility to 
sacrifice one goal for another, the overall complex project objective consisting 
potentially of multiple sub-objectives could be counter-productive to the approach of 
the goal-setting theory. 
Cognitive Evaluation Theory 
Deci’s (1971) Cognitive Evaluation Theory (CET) focuses on the enjoyment of the 
activity itself, which may generate within an individual a sense of self-determination 
(choice) and competence. Based mainly on laboratory research in educational an 
environment utilising games, CET’s deployment in a work task setting is seen as 
controversial (Cameron and Pierce 1994, Renn and Vandenberg 1995). Due to lack of 
research in work environments, its focus on task activity and a lack of structured 
framework supporting practitioners in the creation of the necessary intrinsic 
environment, the CET is again not appropriate for deployment in this study. 
Nevertheless, Ambrose and Kulik (1999) argue that the “CET provides a very strong 
theoretical definition of motivation” (p. 257) and “is beginning to integrate individual 
measures (e.g. motivation orientation) with contextual variables (e.g. feedback) that 
influence motivation” (p. 257).   
Work Design 
Hackman et al.’s (1975, 1976) Job Characteristics Theory (JCT) is based on five core 
job dimensions of job design: (1) Skill variety, (2) task identity, (3) task significance, 
(4) autonomy, and (5) feedback. These characteristics form three distinct critical 
psychological states, which are described as (1) experienced meaningfulness of the 
work, (2) experienced responsibility for outcomes of the work, and (3) knowledge of the 
actual results of the work activities. It has been suggested that these three critical 
psychological states are responsible for both the personal and work outcome: high 
internal work motivation, high-quality work performance, high satisfaction with the 
work and low absenteeism as well as staff turnover. The employee growth need strength 
was originally included to moderate the relationship between the core job dimension 
and the personal and work outcome. Due to JCT’s focus on task purpose (the whole 
job), Wong and Campion (1991) extend this theory by adding task activity. Wong and 
Campion (1991) examine how the motivational values of task (task activity) 
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combinations are related to motivational values of the job (task purpose) and conclude 
that the task activity is positively related to motivational task purpose.  
 
Renn and Vandenberg (1995) claim that job dimensions have a direct effect on the 
outcome variables, yet they conclude that the three critical psychological states cannot 
be accounted for arguing that the critical psychological states in the model are not 
complete. Therefore, the conclusion can be drawn that the intrinsic rewards based on 
task activities, which are the focus of the CET, are not included in JCT (Wong and 
Campion 1991, Thomas and Tymon 1997). Ambrose and Kulik (1999) state a 
“substantial interest from researchers and practitioners in work design during the 1990’s 
(p.257)” and comment that little research has been done on JCT since 1993. It is 
somewhat surprising that they consider this decline as appropriate after twenty years of 
research attempting to provide a clear picture.  Additionally, they recommend to 
continue exploring the possible economic and efficiency trade-offs that apparently result 
from designing jobs following JCT principles. Hence, it can be concluded, owing to the 
JCT’s focus on task purpose while at the same time neglecting task activity, this theory 
yet again seems not appropriate for the purpose of this study. 
3.3.2 Selecting a Motivation Theory 
The CET and the JCT with their focus on task activity and task purpose respectively 
were identified as unsuitable for this study. In fact, Wong and Campion (1991) argue 
that task activity and task purpose are positively related. A PhD study is a good 
example: The psychological reward of the task activity to conduct a PhD study is 
necessary to maintain this task for a lengthy period of time. Without the reward of the 
task purpose, the danger of getting astray or not finishing the study at all would be high. 
The intrinsic motivation, which is included in the task activity, answers ‘why’ people 
behave in a certain way. The task purpose answers the ‘what’ goals are set. Ryan et al. 
(1996) argue that the goal content, the ‘what’, has to be considered15. Thamhain’s 
(2004) project management study supports this finding stating that  
                                                 
15Ryan et al. (1996, p. 16) „consider them in terms of the extent to which they tend to serve intrinsic 
psychological and organismic needs versus extrinsic, derivative desires.”  
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“one of the strongest catalysts to team performance is the professional pride 
(task activity) among organizational members who are fuelled by visibility 
and a desire for recognition (task purpose)” (p. 45). 
Consequently, a motivation theory, which combines task activity and task purpose, is 
required to understand the individual’s rationale for his or her behaviour.  
 
Thomas and Velthouse’s (1990), with the improvements of Thomas and Tymon’s 
(1997), developed the Integrative Model with the empowerment inventory which 
combines the rewards for task activity and task purpose. In this Model the task activity 
can reward an individual with a sense of choice and competence. The task purpose can 
reward an individual with a sense of meaningfulness and progress. These four 
psychological components create the pride of workmanship. Deci (1995, p. 10) claims 
the proper question ‘how to intrinsically motivate people’ would be: “How can people 
create the conditions within which others will motivate themselves?”  
 
Thomas and Tymon’s (1997) empowerment inventory provides a framework to setup an 
environment for intrinsic motivation. Intrinsic motivation can be generated by 
supporting all four psychological components. Subsequently, an intrinsic supporting 
environment may supply an individual with four intrinsic rewards: a sense of 
meaningfulness, choice, competence and progress. These intrinsic rewards are 
individual in the sense that one particular environment can have a different effect on 
different individuals. Therefore, intrinsic motivation has to be seen from an individual’s 
point of view. The building blocks describe how to create and sustain these four 
intrinsic rewards. Each set of the building blocks can be deployed  
“as a checklist to troubleshoot any missing conditions that need attention for 
that intrinsic reward – to identify why an intrinsic reward is low and what 
needs to be provided” (Thomas 2000a, p. 48).  
Thomas and Tymon (1997) support their Integrative Model with empirical research and 
in a work environment (Thomas and Tymon 1994, Liden et al. 1994, Gomez and Rosen 
1994, Spreitzer 1995). Nevertheless, Thomas and Tymon (1997) state: 
“Likewise, the model’s hypothesized building blocks may be incomplete. 
The integrated model as a ‘next improvement’ in theory offered to provide a 
foundation for further research refinements.” (p. 92) 
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Findings indicate that the Integrative Model evidently manages to combine the 
fundamental aspects of task activity and task purpose. Furthermore, the empowerment 
inventory contains the building blocks necessary to create an intrinsic environment, 
which thus could be applied to this study as a form of checklist. Consequently, this 
study finally adopts the Integrative Model with the aim to find an explanation of an 
individual’s rationale for their behaviour. 
3.4 Organizational Culture 
It is widely accepted (Ryan and Deci 2000) that a work environment incorporates values 
and regulations, which are specified by the individual stakeholder’s company. These 
values and regulations, in other words the organizational culture, are controlled by 
others and belong to the extrinsic realm. These findings suggest that this study needs to 
acquire a deeper understanding as to why these organizational values and regulations do 
not seem to contribute to the destruction of intrinsic motivation. 
 
The second mini theory within the Self-Determination Theory (SDT) is the Organismic 
Integration Theory (OIT) describing the different forms of extrinsic motivation for 
values and regulations (Ryan and Deci 2000). In the context of this theoretical model 
extrinsic motivation is categorised in four groups which have different effects on the 
individual’s feelings of autonomy and, thus, finally also on the individual’s intrinsic 
motivation. Other than the previously described extrinsic rewards, this form of extrinsic 
influences can be internally accepted by the individual. Deci and Ryan (1985) describe 
this situation as the internalisation and integration of values and behavioural regulations. 
Ryan and Deci (2000) state: 
“Internalisation is the process of taking in a value or regulation, and 
integration is the process by which individuals more fully transform the 
regulations into their own so that it will emanate from their sense of self.” 
(p. 60) 
The first group is the ‘external regulation’, which is perceived by the individual as 
wholly external. The second group is called ‘introjection’, which is perceived as 
somewhat external, and the third group is labelled as ‘identification’, which is perceived 
as somewhat internal. Last of all, the fourth group is called ‘integration’, which is 
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perceived as internal. It is thought that integrated regulations are the most autonomous 
form of extrinsic motivation; integration occurs when the individual has fully integrated 
the organizational regulations. In this integration state an individual’s feeling for 
autonomy will not be experienced as in conflict with organizational regulations (Deci 
and Ryan 2002).  
 
Finegan (2000) researched the impact of organizational values on organizational 
commitment and asserts: 
“When an organization is perceived by an employee to be concerned about 
his/her welfare, the employee is likely to be affectively committed, but 
when the emphasis is on obedience to authority and bottom-line issues, the 
employee is likely to score high on continuance commitment.” (p. 21)  
These findings support that organizational values and regulations can be accepted by an 
individual in a way that conflicts with the feeling for autonomy (intrinsic) do not occur. 
It is possible to hypothesise that intrinsic motivation is supported when an organization 
is perceived to be concerned about the individual’s welfare. Additionally, within the 
context of project management theory, the influence of organizational values and 
regulations and their importance is interestingly also reported, for instance, by Buch and 
Rivers (2001). 
 
These findings, while preliminary, suggest that organizational values and regulations, 
depending on the level of internalisation, do not necessarily destroy intrinsic motivation. 
Therefore, the behaviour, which is enforced by organizational values and regulations, 
has to be filtered, and this means, filtered in such a way that this behaviour is not 
necessarily the result of the individual’s own rationale. Therefore, the type of behaviour, 
which is internalised to a high level, which Ryan and Deci (2000) described as either 
‘identification’ or ‘integration’, has to be isolated. This process is presumably required 
for this study, because this component does not express the individual’s own rationale, 
and therefore is not sufficient to support an appropriate deduction. Following the 
principle of triangulation, the resulting evidence may deliver a valuable first insight and 
direction, nevertheless has to be supported with other evidence that has not been 
influenced by organizational values and regulations. 
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Consequently and in view of the above, the organizational culture is integrated in the IT 
Project Process Model as discussed in Chapter 4. 
3.5 A Global Focus on IT Projects 
Owing to competitive pressure, a trend towards globalisation and the Internet, IT 
projects have undoubtedly become increasingly international, uniting stakeholders from 
different geographical regions. In view of this, this study considers the both national and 
international IT projects. Indeed, international projects may add more complexity to a 
project. This following list shows how the different aspects are integrated in this study: 
 
The first condition is that the involved stakeholders are situated in different locations; 
the national IT project can also cover different locations in one country. In fact, the need 
for remote management is certainly not new to international IT projects and thus does 
not need to be considered separately in this study. 
 
The second factor that derives from national border crossing is the language aspect. An 
additional country usually adds an additional language. Due to the fact that English 
undoubtedly has established itself as world language, this challenge is continually 
decreasing. Especially in the IT area, where customarily many software features and 
manuals have always been in English, the requirement for English language skills was 
and is already present. It is evident that the IT project language cannot not be seen as a 
challenge, which markedly leads to an inherent limitation of this study. 
 
The third aspect is the cultural difference of stakeholders living in different cultural 
areas. Bournois and Chevalier (1998) in their multi-academic project study ‘Doing 
research with foreign colleagues: a project-life cycle approach’ interestingly state: 
“Finally, what is striking, is not so much the cultural variables but rather the 
ability to manage peers who usually behave independently in their academic 
circles”. (p. 212) 
This is specifically important for the project manager as it indicates that he or she has to 
be aware of different national cultures. In contrast, Bournois and Chevalier (1998) do 
not see different national culture as a major challenge for the possibility of working 
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together successfully. This combination of findings provides some support for the 
conceptual premise that the culture aspect certainly requires attention; on the other hand 
international teams do not necessarily need to be treated differently. Additionally, it is 
important to note that this study focuses on Europe only. 
 
Yasin et al. (2000) support this line of thought in their ‘empirical investigation of 
international project management practices: the role of international experience’. This 
investigation studies business-oriented construction projects. Depending on the size of 
the specific international construction project, it can be assumed that the knowledge in 
the project management discipline is of more use for the project manager than the 
construction application area knowledge in comparison. Yasin et al. (2000) affirm 
“that the differences between U.S. and international project managers were, 
for the most part, not statistically significant (…). This may have to do with 
the common nature of the project management body of knowledge and/ or 
the increasingly global nature of business and its culture in which these 
managers operate, regardless their country of residency.” (p. 8) 
Yasin et al. (2000) focus their survey on PMI members with the majority of them living 
in the U.S. and Europe. Both studies present a similar picture for international projects 
in the Western cultural region in so far as cultural differences are considered, though, 
nevertheless perceived as not requiring any further consideration. Kirkman et al. (2001), 
similarly assess the situation of international teams from the motivational perspective 
arguing that motivated teams easily overcome cultural differences and therefore do not 
require any special consideration.  
 
Motivational research with a focus on cultural differences appears to confirm the 
previous findings, which examine international teams under one single aspect. Herbig 
and Genestre (1997) identify and analyse international motivational differences arguing 
that intrinsic motivation is even regarded as effective in the cultural context of China 
and Japan, however adding that values and group orientation of Eastern workers are 
essentially different. These values as well as group orientation are, in fact, the most 
important ingredients in the process of intrinsic motivation. Herbig and Genestre (1997) 
elucidate this phenomenon by giving a clear example:  
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“Open communication, initiative and decisiveness are expected norms in 
most of Western managerial competences, and there is less emphasis on 
interpersonal sensitivity than in East Asia.” (p. 563) 
Other research studies including Charles and Marshall (1992) found out that Caribbean 
hotel staff identifies salary, working conditions and appreciation for their work as key 
motivators, whereas salary in Western countries is not seen as a key motivator (Savery 
& Wingham 1991).  
 
Despite these findings, Javed et al. (2006) report that managing cultural and language 
differences has the least effect on cost reductions within geographically distributed IT 
projects clients. The research methodology of this study is a survey of software 
managers, and its findings aim to demonstrate their project knowledge. This has to be 
seen in connection with today’s project management methodologies that seem to lack 
the practical integration of a human-centred philosophy as well as the critique stated so 
far and further in the following Chapter. These managers surprisingly rate 
‘understanding the requirements’, ‘managing changes’, ‘managing time delays’ and 
‘understanding the need of quality’ as variables with high effect on cost reductions 
(Javed et al. 2006). On the other hand, though, they interestingly rate developing trust 
and managing cultural and language differences as the variables with the least effect – 
the two areas, where obviously technical support cannot be found in the project 
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3.6 Conclusion 
Intrinsic motivation has been identified as an appropriate approach to motivate 
stakeholders in the IT project work environment today. The discussion of recent studies 
shows that an intrinsic approach that can motivate IT and non-IT personnel alike, also 
works for group objectives and is furthermore applicable in a project environment. 
Whereas intrinsic motivation is defined as being motivated by the task itself, extrinsic 
motivation is controlled by others. The effect of extrinsic on intrinsic motivation is most 
controversial. For the work environment of this study, extrinsic motivation based on 
tangible rewards is considered as problematic due to the difficulties of finding the right 
extrinsic reward, which can be seen as the requirement to present the extrinsic reward in 
the right way and the difficulty to get sufficient budget for the right extrinsic reward. 
The second occurrence of extrinsic motivation as intangible rewards is in the form of 
reinforcement or punishment. The research results of reinforcement clearly show that 
reinforcement is neutral or supportive towards intrinsic motivation. Punishment on the 
other hand destroys intrinsic motivation.  
 
In this context, this Chapter examines seven traditional motivation theories. The CET 
and JCT were identified as two potential candidates. Based on the findings of the 
discussed studies, the Integrative Model, which combines the rewards based on task 
activity (CET) and task purpose (JCT) as well as provides the required framework, is 
selected for the purpose of research in this study. Furthermore, this Chapter discusses 
different theoretical aspects. Whereas motivation both in its intrinsic and extrinsic form 
seems to support change, the resistance to change can be considered as the opposite 
force; in this study resistance is understood as rational behaviour of individuals.  
 
Another aspect takes into account the organizational culture, which is specified by the 
particular company. The organizational culture is controlled by others and belongs to 
the extrinsic realm. These findings reflect the fact that this study seeks to acquire a 
greater understanding as to why the organizational culture seemingly does not destroy 
intrinsic motivation. 
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4 Research Methodology and Design 
4.1 Summary 
In order to elucidate the simplified IT Project Process Model this Chapter first of all 
summarises the literature reviews of Chapters 2 and 3. Furthermore, this Chapter argues 
if a multiple embedded case study strategy based on a qualitative research paradigm is 
the appropriate approach for this study. Within this paradigm, ethnography was 
identified as the primary data collection process. Documents and artefacts as well as 
interviews were identified to constitute the secondary data collection process. By means 
of this research design, it can be expected that this study can collect evidence to explain 
how project environment and the project management processes can influence 
motivation - the commitment of the project stakeholders (Belassi and Tukel 1996).  
4.2 The IT Project Process Model 
The simplified IT Project Process Model (Figure 2) intends to create the opportunity to 
view projects through the lens of motivation. This can be seen as key subject of this 
study resulting from the findings of the project risk research discussion in Chapter 1. 
The findings reflect the hypothesis of this study that the project outcome depends on a 
holistic project view as well as the integration of a human-centred philosophy. The 
simplified IT Project Process Model seeks to provide the structure for elucidating the 
core research question of this study. 
 
The previous two Chapters discuss the elements that shape the simplified IT Project 
Process Model. These discussions make available the theoretical background to support 
the IT Project Process Model. As a result, two conceptual frameworks emerged with the 
aim of: 
 
• Displaying the awareness of academic propositions, 
• supporting the researcher in data collection, 
• supporting data analysis (data display and conclusion drawing) and 
• supporting future cross case analysis. 
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The Conceptual Framework: Holistic View 
The first conceptual framework is the Holistic View integrating the two aspects that 
present a holistic view, which is the project environment and applied project 
management. These two aspects are discussed in detail in Chapter 2: The literature 
review of project management and the literature review of motivation in Chapter 3. 
Chapter 5 and 7 structure and analyse the collected evidence for Project1 and for 
Project2 respectively. The conceptual framework Holistic View is divided into: 
 
• Project outcome, 
• project environment and 
• applied project management methodology. 
 
Appendix A displays the complete template16. The findings of the project risk research 
debate in Chapter 1 suggest that the project environment is identical with the 
socioeconomic and organizational environment. As a result of the discussion in Chapter 
2, the PFM Model was selected to describe the organizational environment for a project.  
Additionally, the discussion in Chapter 3 identified the organizational culture, which 
due to its external control also seems to belong to the project environment. It appears 
that this integration is required to understand that, yet depending on the level of 
internalisation, organizational values and regulations do not necessarily destroy intrinsic 
motivation. This clearly shows that the organizational culture has to be filtered and 
consequently integrated into the holistic view. Owing to the fact that behaviour 
apparently needs to be examined, the organizational culture is discussed first, which 
evidently is strongly influenced by the organizational culture. 
                                                 
16This structure is a result of the project live cycle and project outcome discussions in Chapter 2 as well as 
the related research discussions in Chapter 4. 
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Subsequent to the analysis of the project environment, the conceptual framework 
Holistic View concludes with the deployment of the project management methodology. 
With the objective to present the level of project management, which was applied in the 
researched IT projects, to a wide audience, an enhanced version17 of the project 
management methodology PMBoK® (2008) has been selected. Likewise, this project 
management methodology provides the structure for the collected evidence.  
The Conceptual Framework: Motivation 
The second conceptual framework is Motivation providing the motivational assessment. 
In Chapter 2, the IT Project Process Generic Project Stakeholder Model offers a 
structure for the analysis of the involved stakeholders (Figure 4) and argues why an up-
front limitation on one or more project stakeholders may not be appropriate for this 
study18. Appendix B supplies a template for the conceptual framework Motivation, 
which is deployed for the units of analysis in Project1 (Chapter 6) and for the Unit of 
Analysis in Project2 (Chapter 8), presenting the collected evidence resulting from an 
analysis of the motivational situation of the involved stakeholders. The conceptual 
framework Motivation is structured in: 
 
• Resistance of the Unit of Analysis, 
• impact on the project outcome and 
• Template Analysis of the motivation of each stakeholder. 
 
Each Unit of Analysis is defined both by resistance towards the group objective and a 
Template Analysis of the motivation of the selected stakeholders. The Template 
Analysis, in turn, is based on the selected motivation theory, the Integrative Model, 
which seeks to allow a deeper insight into stakeholder motivation. It appears that this 
structure provides the necessary flexibility allowing a considerable number of units of 
analysis within the same project.   
                                                 
17The project management methodology of the PMBoK® (2008) is elucidated by the critique as discussed 
in Chapter 2.4. 
18In Chapter 2.2.2, the analysis of the introduced project risk research studies delivers insight as to why an 
up-front focus on some stakeholders would limit this study. This discussion continues from a research 
design point of view in Chapter 4.3.1. 
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4.3 Research Strategy Discussion 
On the whole, this study deals with people - their perceptions, attitudes and beliefs as 
well as feelings and emotions. Consequently, the underlying ontological approach that 
is selected for this research emphasizes subjectivity, description, interpretation and 
agency (Denscombe 2007). This approach is called phenomenology. In this respect, this 
research seeks to provide insight into how projects are experienced by the involved 
stakeholders, and thus accepting the possibility of multiple realities, in which different 
interpretations are equally valid. The selected ontological approach of phenomenology 
can be defined as the causal philosophy for this study recommending a detailed 
description of the investigated experience.  
 
In reference to the literature debate Creswell (2003) describes ten strategies that are 
categorised by three research methods: quantitative, qualitative and mixed. Each method 
is linked with a set of possible research strategies. The set of strategies proposed for the 
quantitative approach are experimental and non-experimental designs such as surveys, 
and for the qualitative approach narratives, phenomenologies, ethnographies, grounded 
theory and case studies. The last method is said to consist of sequential, concurrent and 
transformative strategies. In this model, the choice of the research strategy depends on 
the research approach. In contrast, Yin (2003) states that “in fact, the contrast between 
quantitative and qualitative evidence does not distinguish the various research 
strategies” and instead offers five research strategies: Experiment, survey, archival 
analysis, history and case study. By selecting one strategy, the quantitative or qualitative 
evidence is not selected automatically. Yin (2003) argues that, for instance, survey 
questions can “rely on qualitative and non-quantitative evidence”.  
 
Therefore, it can be concluded that the research strategy is selected in relation to the 
particular research study and the evidence is ultimately a result of how this strategy is 
actually deployed. This result can be a qualitative, a quantitative or a mixed method 
approach. This study requires a strategy, which is appropriate for the researched 
phenomenon and at the same time provides sufficient flexibility in the approach to data 
collection. Therefore, it follows Yin’s (2003) method, in which ethnography is defined 
as a data collection technique.  
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In accordance with this definition, the five basic strategies can be seen as sufficient for 
this research. A further differentiation, for example, as suggested by Tesch (1990), who 
defines 28 approaches classified into four branches, or by Miller and Crabtree (1992) 
who organise 18 types in various domains, is not considered as necessary due to the 
appropriateness of the above-mentioned method. 
4.3.1 The Traditional Strategy: A Survey based on Quantitative Evidence 
Yin (2003) offers three conditions as to when one of the five research strategies are to 
be deployed. These three conditions are (a) the form of research question, (b) the control 
of behavioural events, and (c) the focus on contemporary events. Applied to this study: 
(a) The type of question asked is a classical ‘why’ question, (b) the researcher has 
practically no control over the actual behavioural events, and (c), as the academic 
review of motivation explains, this study is focused on contemporary events. 
Other Strategies 
The first strategy experiment may provide the answer to the ‘why’ question and thus 
could be deployed for contemporary events, however also requires the control of 
behavioural events, which is obviously not the case in this study. An archival analysis, 
strategy number two, can definitely also not be recommended for this study, as archival 
records, which could deliver the evidence to assess motivation, are apparently not 
available. Therefore, evidently this strategy is not applicable to this study. The third 
strategy, history, seems to answer the ‘why’ question and also supports the condition of 
this study concerning the control of the behavioural events, but it is clearly not focused 
on contemporary events. Furthermore, it is generally agreed that motivation changes 
over time, which thus eliminates the strategy history from the choices applicable for this 
study.  
Traditional Survey Strategy 
Research strategy number four is the traditional survey strategy, which demands 
quantitative evidence in the form of mass data to support a hypothesis - as seen in many 
project risk research studies (Yin 2003). With few exceptions, most of the cited studies 
in Chapter 1 follow a survey strategy based on quantitative evidence (e.g. Jiang and 
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Klein 2000 and 2001, Riggle 2001, Hartman and Ashrafi 2002, Jiang et al. 2002b). 
Whereas this strategy appears appropriate for researching project symptoms (depending 
on the numbers of symptoms found), it ultimately fails to provide the Comprehensive 
Problem-solving Picture as discussed in Chapter 1. Therefore, it can be concluded that 
the survey strategy based on quantitative evidence is not appropriate for this study.  
 
One question that needs to be asked, however, is why it seems impossible for project 
risk research to produce an underlying cause explanation. One possible answer may be 
that a survey based on quantitative evidence plainly cannot grasp the element of 
motivation. As a logical consequence, studies based on a survey strategy utilising 
quantitative evidence would not be applicable to motivation research. Yet, this is 
definitely not the case. The cited motivation research literature includes laboratory 
experiment strategies as well as survey strategies, and both are based on quantitative 
evidence. Consequently, a survey strategy apparently can gauge motivation.  
 
The difference can be identified in the setup. The cited motivation research literature 
seems to have a clear focus from the very beginning, for example, on a specific 
hypothesis or motivation theory. In other words, a survey strategy appears to be 
appropriate if a precise focus can be set, right at the beginning. This precise focus 
cannot be located in project risk research at this point in time, because the focus in the 
form of an underlying cause explanation is not known. It becomes evident that a basic 
research in project risk research would be required. By way of illustration, Herzberg 
(1982) places emphasis on a qualitative over quantitative investigation, because first he 
prefers open-ended questions to pre-written ones and, secondly, he considers factors 
compiled and limited by the researcher. This enables the researcher to discover 
something new and unexpected.  
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The foundation of the following research was created based on Herzberg’s findings. The 
necessary precise focusing of the resulting research, based on quantitative evidence, is 
feasible on this foundation, which proved Herzberg’s findings (Tietjen and Myers 1998, 
by referring to Herzberg 1982). Including an up-front definition of the participants as 
well as pre-written questions, this describes clearly the current situation in project risk 
research19. 
4.3.2 New Research Outcomes require a Different Approach 
Case Study Strategy  
Yin (2003) explains that the differentiation between a case study and other research 
strategies evolves from the desire to understand  
“(…) complex social phenomena. In brief, the case study method allows 
investigators to retain the holistic and meaningful characteristics of real-life 
events – such as individual life cycles, organizational and managerial 
processes, neighbourhood change, international relations, and the 
maturation of industries.” (p. 2)  
IT projects tend to group individuals into a social group for a limited period of time and 
with a unique objective. During this live event the social group presumably develops 
their own culture, which is undoubtedly a complex social phenomenon. Hence, this 
suggests that a case study strategy may be the appropriate strategy for this study. 
 
This research study intends to follow Yin’s (2003) suggested process of conducting a 
case study: designing case studies, conducting case studies: preparing for data 
collection, conducting case studies: collecting evidence, analysing case study evidence 
and reporting case studies (following the table of content, Yin 2003, p. V). 
The Qualitative Research Paradigm 
The selection criteria for a qualitative research paradigm are based on the main 
characteristics by Creswell (2003) and Rossman and Rallis (1998): 
 
                                                 
19In Chapter 2.2.2, the discussion of the introduced project risk research studies concludes that all 
stakeholders are important to achieve project success. 
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• Qualitative research takes place in the natural environment of the participants 
with the objective to get involved exhaustively in the daily life of the 
participants. For this purpose the qualitative researcher has to go to this 
environment.  
• Qualitative researchers try to involve the participants actively in the collection 
process, but do not disturb the site more than necessary. 
• Qualitative research is emergent in the sense that the research questions may be 
changed or refined based on the emerging aspects. 
• Qualitative research is interpretive. The researcher seeks to “filter the data 
through a personal lens that is situated in a specific socio-political and historical 
moment. One cannot escape the personal interpretation brought to qualitative 
analysis” (Creswell 2003). 
• Qualitative research views a social phenomenon in a holistic way. 
• The qualitative researchers have to be aware of their subjectivity and how this 
may influence the study. 
• The qualitative researcher uses complex arguing which is multifaceted, iterative 
and simultaneous. The simultaneous activity includes the area of collecting, 
analysing and writing up data. 
 
The qualitative research paradigm, as characterised, is selected based on the researched 
content of a study as well as on describing and interpreting a specific social group. 
Hence, from the point of view of this study, this concerns the project team and their 
group behaviour (motivation) towards change (the project objectives). Avison et. al 
(2001) support this view: 
 “No other research approach (qualitative focus for the IT field) has the 
power to add to the body of knowledge and deal with the practical concerns 
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Multiple Embedded Case Design 
Yin (2003) describes four basic case study designs. These four basic types are a single 
or multiple case study designs and each of these designs can contain one or multiple 
embedded units of analysis. Based on the fact that motivation is perceived by each 
project stakeholder individually, multiple units of analysis have to be defined to present 
these individual perceptions. The stakeholders and stakeholder groups are the units of 
analysis for this study. In order to present the comprehensive picture, it is crucial that - 
in terms of the explanation of the individual motivation unit - the underlying causal 
explanation is cogent for each unit. 
 
The consequences of a holistic single case study have to be considered before choosing 
a case study design. The holistic approach seems to imply the risk that the “entire nature 
of the case study may shift, unbeknownst to the researcher, during the course of study” 
(Yin 2003). In addition, critique is widely given in the form of fear about the uniqueness 
of the case study and the scepticism about the researcher’s ability to do empirical work. 
Nandhakumar and Avison (1999) clarify this critique by using Curtis et al.’s (1988) 
single case study arguing that:  
“[T]his in-depth study enables us to gain insights into the complex social 
interactions in systems development, it also means that we must be cautious 
about generalising from this single study”. (p. 189)  
Similarily, Vickers (1999) sees the increased need of in-depth studies based on 
qualitative research and focus on ethnographic evidence for IT projects, but also 
recognises their limitations. Likewise, Nandhakumar and Avision (1999) state by citing 
Walsham (1995) that:  
“[T]he generalisation from the research reported should be seen as 
‘explanations of particular phenomena derived from empirical interpretive 
research in specific IS settings, which may be valuable in the future in other 
organizations and contexts’. The understanding gained in this study (single 
case study) therefore provides a basis for understanding similar phenomena 
in other settings, rather than enabling the prediction of behaviour in other 
contexts. It also provides a grounded basis from which to continue further 
empirical investigations of the role of methodologies in IS development 
(one form of IT projects).” (p. 189) 
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Owing to the need for sufficient evidence, this study defines four units of analysis. 
Three units belong to one project, whereas the fourth unit belongs to a different project. 
The advantage of this construct is that a comparison between the four units can be 
made, where three units are embedded in one organizational environment and one unit 
is embedded in a different organizational environment. In other words, this approach 
allows comparing the behaviour of different units in the same setting as well as in 
different settings.   
 
 
Figure 4) Projects and Units of Analysis 
 
4.3.3 Primary Source of Evidence: Ethnography 
The primary data collection process is ethnography, also known as participant 
observations or insider-ness. The secondary data collection processes are documents 
and artefacts as well as interviews.  
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Ethnography 
Creswell (1998) describes the activity of ethnography:  
“As a process, ethnography involves prolonged observation of the group, 
typically through participant observation in which the researcher is 
immersed in the day-to-day lives of the people or through one-on-one 
interviews with members of the group. The researcher studies the meanings 
of behaviour, language, and interactions of the culture-sharing group.” (p. 
58) 
It can be hypothesised that the looming presence of the researcher may cause reactive 
effects. Emerson et al. (1995) explain that the possibility of reactive effects should not 
be seen as contaminating to what is observed and learned. Moreover, in reference to this 
long-term integration of the researcher as an accepted project team member, the 
researcher may become sensitive to and perceptive of the behaviour of the other project 
stakeholders – the participants of the study. Furthermore, the researcher may be able to 
track norms and values of which participants within the specific culture may not be 
aware of. Labaree (2002) categorises the advantages of ethnography into four broad 
values: the value of greater access, the value of cultural interpretation, the value of 
deeper understanding and the value of clarity of thought for the researcher. 
Relevance for this Study 
Analoui (1995) argues that, referring to participant observations for the research on non-
compliance in a work environment, the “popular survey methods such as questionnaires 
and structured interviews, would yield meaningless data” (p. 50) for behaviour related 
research. This aspect is seemingly important to consider, because non-compliance in a 
work environment is the behaviour that this study intends to observe. Vickers (1999) 
states commenting on a research strategy based on qualitative evidence, which has also 
been suggested by a historic review of IT development methodologies over the past 30 
years: 
“[T]here has been insufficient consideration given to organizationally- and 
individually-based IT problems due to a lack of research.” (p. 266)  
And recommends that  
“interpretive and critical qualitative approaches such as ethnographic, (…) 
may be appropriate to find out people’s responses to and relationship with 
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IT, what ‘works’ and what does not and how one might ‘do it’ better.” (p. 
266) 
The study by Pinto and Prescott (1988) seems a good example to elucidate this 
situation. Based on a questionnaire mailed to 586 PMI members, Pinto and Prescott 
(1988) assert that the personnel factor (motivation) is a marginal variable for project 
success. Due to the shortcomings of a survey strategy for this kind of research, Pinto 
and Prescott‘s (1988) conclusion clearly has to be questioned. The personnel factor or 
better motivation is seen as an important variable for project success (e.g. Belout 1998) 
- as this study aims to demonstrate. The findings support the writer’s view that in order 
to answer the research question ‘Why do IT projects fail?’, a holistic view of the 
researched IT project has to be provided. It is evident that the most appropriate data 
collection process for this purpose is the selected primary data collection process of 
ethnography. Other data collection processes such as surveys and structured interviews 
are seen as unsuitable for this study, as they cannot offer sufficient insight into the 
phenomenon researched (Analoui 1995, Vickers 1999, Nandhakumar and Jones 2002).  
Controversial Acceptance 
The selected multiple embedded case study design, which is primarily based on 
ethnographic evidence considers Yin’s (2003, p. xiii) idea to discern that the “methods 
will be challenged from a rational (and an irrational) perspective and that the insights 
resulting from your case studies may be underappreciated”. Furthermore, Yin (2003b) 
challenges the use of research methods stating that  
“[y]et, among nearly all social science research methods, case study 
research has received perhaps the least attention and guidance. The 
methodological literature covers the topic infrequently. Academic courses 
about designing and doing research case studies are rare. Although many 
textbooks are devoted to a closely related method – qualitative research – 
only a few texts deal directly with the case study method. Moreover, 
existing modes of information dissemination do not provide the forums to 
develop or convey such guidance. For instance, no journal of case study 
research exists, and no journal focuses exclusively on case study research 
methods.” (p. xii) 
In addition to Yin’s impression, the acceptance of ethnographic evidence can also be 
seen as controversial. Lecompete (2002) explains “why policy makers don’t find 
ethnographic research to be useful” (p. 285): first, ethnography produces complex and 
  94/ 299 
lengthy readings, second, ethnographic research shows what really happens in work 
sites and “it often details just what educators are up against in the current educational 
and political environment”, and third “ethnography frequently lacks the neat tables and 
numerical results to which policy-makers are accustomed” and also “they usually 
cannot be produced on the tight timelines required for policy-oriented work” (p. 286). 
These arguments outline clearly the controversial debate on the selected research 
method versus the traditional research methods.  
 
Nevertheless, ethnography contributes to the flexibility in academic research, which is 
undoubtedly required for certain studies in today’s complex environment. 
Consequently, it can be suggested that this method should be accepted as an extension 
or further development of the traditional research methods as it may offer greater 
flexibility to the researcher. It is widely accepted that the traditional method of selecting 
the research “method for method’s sake” (Holloway and Todres 2003) has to be 
changed to the concept of appropriateness (Carter 1999a, Janesick 2000, Durling 
200220, Holloway and Todres 2003). Presumably, only when having achieved flexibility 
in research methods, the appropriate research method can be selected “to respect as 
much as possible the primacy of the topic or phenomenon to be studied” (Holloway and 
Todres 2003, p. 347). The acceptance of this method is present in the increasing number 
of case studies based on, for instance, ethnographies in project risk research - as 
presented at the International Project Management Days 2003 in Vienna21. 
Quality Concept 
When arguing the acceptance of the selected approach, the requirement to follow the 
research guidelines cannot be ignored. Lecompete (2002) argues that “open-
mindedness” in ethnography must not be mixed up with ignorance towards theory. The 
researcher has to be “strongly informed at both formative and summative stages by tacit 
and explicit theories” (Lecompete 2002, p. 286). Dey (2001) additionally stresses that 
the fact is not “whether foundational theories should be used in ethnographic research, 
                                                 
20Durling (2002) campaigns for new research methods for PhD studies in the field of art and design. In 
the same way as this case study, the PhD studies in art and design are practice-based and face the problem 
of flexibility in research methods and the related appropriateness.  
21For example, by Hartmann from the University of Calgary (PM days 2003). 
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but how they should be used” (p. 111). These aspects evidently have to be included in 
the quality concept of external validity. Yin (2003) describes four common quality tests 
for social science. In consideration of the order of the research phases, the test for the 
research design can be seen as the external validity. This test suggests the integration of 
theories and models necessary for the subsequent generalisation of the findings, which 
for a case study markedly rely on analytical generalisation. These theories and models 
are discussed in Chapters 2 and 3 considering how they could be deployed within the 
data analysis of this study. The test of construct validity advocates the utilisation of 
multiple sources of evidence and establishment of a chain of evidence for the purpose of 
data collection. This study’s case study protocol intends to explain the sources of 
evidence, and the coding aims to examine how a chain of evidence can be created (see 
case study database).  
 
The combination of a case study database with a coding structure is seen as essential to 
present the facts in a critical way and to avoid under all circumstances the situation 
Nilan (2002) describes suggesting ethnographic fieldwork is notoriously messy and 
chaotic. In addition to these two quality tests, the question of reliability, which 
demonstrates that the operation of this study can possibly be repeated, may be answered 
in this study. Yet, concerns related to (1) the data collection processes, for example, 
deployment of a case study protocol (including the principle of triangulation), (2) the 
preparation for the field research including development of a case study database and 
(3) the process provided for data analysis such as description of how to structure the 
findings, have to be considered.  
 
Based on the primary source of evidence and the resulting important relationship 
between the researcher and the project stakeholders, the question of reliability 
seemingly has to be extended. It can be suggested that this extension has to include all 
aspects in regards to entry point, positional space, ethical consideration and exit point of 
the researcher to support the field research in the way that the project stakeholders get 
“the latter the opportunity to speak freely according to his/her own knowledge 
structures” (Stenbacka 2001, p. 555). The following section dealing with ‘boundaries 
and their hidden dilemmas’ seeks to explain the procedure that may prevent the hidden 
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dilemmas occurring in this context. Internal validity is focused on data analysis and 
recommends pattern matching, explanation building and the utilisation of logic models. 
The final section of the case study protocol describes how these quality aspects could be 
integrated into the final case study report.  
 
Finally, in view of Yin (2001) the construct validity advises for the composition that 
key informants should review the draft case study report to ensure quality. Therefore, 
the project manager of the researched IT project is selected as this specific key 
informant.  
4.4 Overview Research Methodology 
The research onion compiled by Saunders et al. (2003) manages to provide an overview 
of the selected research methodology for this study, which is discussed in Chapter 1 and 
in the previous part of this Chapter. 
 
Figure 5) Selected Research Methodology 
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4.5 Constraints 
A human-centred philosophy is concerned with people; people are different from each 
other, behave differently from each other and the same person may even behave 
differently under different circumstances or in the same situation at different times. 
Keeping the objective in mind to capture all aspects of the observed situation (as far as 
this is possible), the theory evidently has to be narrowed down to a manageable area. 
Therefore, it becomes apparent that an artificial boundary has to be set around the area 
of research.  
 
This study focuses on motivation within a project environment, a setting in a mere work 
environment. The private environment of the individual stakeholder and the behaviour 
of the stakeholders at their usual workplace, which is obviously not part of the project 
environment, are defined as outside of this artificial boundary.  
 
Based on the research discussion in the previous three Chapters, several constraints 
have been identified which may further define an artificial boundary in order to enhance 
the focus of this study: 
 
• Owing to the importance of IT projects in today’s business environment, an 
interest toward these projects is created to adapt business processes and products 
to the fast changing markets. This interest is apparently increased by today’s 
high project failure rate. 
• The second requirement for an appropriate IT project can be seen as project size. 
Due to the deployment of the discussed PFM Model, an appropriate IT project 
for this study has to be a medium-sized or large IT project. It has to be 
considered that frequently the project size is defined by numbers such as people 
in the project team, users or project cost. In contrast, with respect to the focus of 
this study, the decisive aspect to describe the size of an appropriate IT project is 
motivation. Therefore the influence of other projects on the project manager, the 
main actor, has to be minimized. As a result the project manager has to manage 
the researched IT project full-time and may not work on or manage other 
projects. 
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• Additionally, the project size has to be sufficient and the project manager’s tasks 
have to be solely on the management of the project and not on technical 
(execution) tasks (Verzuh 1999, Jaafari 2003). 
• The discussion of the project life cycle in Chapter 2 underlines the importance of 
the project planning phase. Therefore, the researched IT project has to be in the 
planning phase. Based on the primary source of evidence, sufficient time has to 
be available to conduct this research, and therefore the project planning phase 
has to last between two and six months.   
• The discussion in Chapter 3 demonstrates that this study focuses on a sample of 
Western countries, which indisputably belong to the same cultural region such as 
Western Europe, the U.S.A., Canada, and Australia. Even by acquiring a focus 
on one cultural region only, the individual differences of stakeholders needs to 
be integrated by viewing intrinsic motivation as perceived by an individual 
stakeholder (Wiley 1995, Ashkanasy et al. 2002).  
 
These findings further support the idea that these constraints outline the structure of an 
appropriate IT project that can research the motivation of the involved stakeholders and 
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4.6 Boundaries and their Hidden Dilemmas 
4.6.1 Entry Point  
This study’s field research is conducted in cooperation with an operating company and 
– if present – one or more vendors. Independently of the cooperation partner, the entry 
point for this study is the project planning phase. As defined previously, the planning 
phase starts after the project initiation, the ‘green light’ for the IT project. It would 
appear that the researcher should join the planning phase as early as possible. 
 
To gain access to the IT project, two gatekeepers have to give their permission before 
all project stakeholders can be asked for their support and agreement. Owing to the 
vendor-customer relationship, the gatekeeper of the operating company - as much as the 
customer who is paying for the IT project - is the essential gatekeeper. The actual 
gatekeeper is the project sponsor, who is presumably supported and influenced by the 
project manager. Regarding the vendor, the project manager or the manager of the 
project manager has to be asked. Depending on the vendor-customer relationship, the 
decision of the vendor to support this study is expected to follow the decision of the 
operating company. A joint presentation (45-60 minutes) for the project sponsor and the 
project manager, where the objectives and the return-of-investment (RoI) for the 
operating company are presented, proved to be effective. An interest toward this study 
seemed always to be present (Avison 2001)22, however, without the offer of a RoI, the 
involvement of a company outsider was not justified. The RoI helped to convince the 
operating company to grant the researcher access. Apart from offering the company the 
outcome of this study and a short presentation of the organizational environment of the 
researched IT project, the key driver was to offer 50 per cent of the researcher’s time 
supporting the project manager in administrative tasks in the project office, for example, 
document management. The researcher‘s professional experience and references 
undoubtedly were able to support this key driver successfully.  
 
                                                 
22Avison et al. 2001, by citing Kock (1997), identify three failure forms (iceberg subjects, irrelevant 
subjects and no client) that can be avoided by means of a good presentation of the project objectives. 
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Moreover, on the one hand a 50 per cent offer would help to convince a project manager 
to support this study and on the other hand it may illustrate the negotiation about the 
‘positional space’ (Mullings 1999) of the researcher. The positional space or the role 
which the researcher tends to take over within the researched IT project can be defined 
by the tasks the researcher agrees to carry out for the project manager in the project 
office. Furthermore, this acquired role within the project office team may give the 
researcher an excellent position for data collection; this being due to the central function 
of the project office. The central function of the project office covers the information 
exchange on a formal level, for example, meeting invitations, and also on an informal 
level, for example, behaviour and communication between project stakeholders in the 
project office, which can be observed and written down in the researcher’s daily 
observations (primary data collection). In addition, the project office processes the 
project documents, in other words the input for the second data collection process. 
Depending on the task the researcher takes on in the project office, a specific form of 
contact with the project stakeholders can ‘automatically’ be established. This contact 
may support the researcher in the third data collection process, to get support of 
individual project stakeholders for conducting interviews.  
4.6.2 Ethical Considerations 
It is now generally recognised that the main ethical consideration is the protection of the 
individual. Hence, within this field research it is crucial that the involved project 
stakeholders must not ever be humiliated - no matter whether the stakeholders’ action 
was right or wrong. The researcher’s judgement on an action or reaction is not an 
authorized part of this study. In order to establish the required trust and avoid feelings of 
betrayal on part of the project stakeholders, they were first of all informed thoroughly 
about the scope of this study. Secondly, the researcher explained in detail how the 
collected evidence is processed and protected. This included informing the participants 
that a final case study report would be written in anonymous form. Names would not be 
provided in case they may 
 
• link specific actions with individual stakeholders,  
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• identify the researched IT project or 
• identify the companies behind them.  
 
In addition, the final case study report was said to be published (if at all) only after the 
end of the IT project. In consideration of the project manager’s concerns and position, 
he/she was assured preference when offering the final case study report for reading. 
Furthermore, during and after the study the collected evidence would not be accessible 
to the involved stakeholders, their management or the operating company. This may 
help to prevent any legal actions between contractual parties resulting from possibly 
conflicting evidence collected in this study. It was agreed that the researcher is not 
bound by contract or in any other way to the involved companies. Finally, the operating 
company and – if necessary – the involved vendor would consent to sign a letter of 
introduction which, as a legal document, guarantees these ethical concerns. 
 
From the point of view of the operating company and the vendor, a non-disclosure 
agreement with the researcher was required to guarantee confidentiality. This agreement 
intends to testify that the researcher is not allowed to pass confidential information to 
external sources. For data collection and data presentation this agreement has no 
implications, because these tasks are part of the agreed cooperation contract between the 
researcher and the operating company (Weerd-Nederhof 2001).  
4.6.3 Exit Point 
In reference to the philosophy of open communication, the expected duration of time 
spent by the researcher in the project environment needs to be communicated to the 
team at the very beginning of the field study - the researcher is scheduled to participate 
in the project planning phase and leave the IT project afterwards. With the help of open 
communication negative expectations of the project stakeholders and the possible 
dilemma of disengagement should presumably be avoided or at least kept to a 
minimum. In fact, the method of open communication managed to achieve the desired 
result of a positive disengagement in both of the field study project environments. 
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4.7 Skills of the Researcher 
Due to the crucial role of the researcher within a field study as the primary data 
collection instrument, the skills of the researcher such as personal values, background 
and experience, require identification. These practical qualifications are essential for the 
researcher “to grasp theoretical concepts presented in literature and translate them into 
useful constructs, definitions and operationalisations” (Weerd-Nederhof 2001, p. 526). 
Considering the assigned role and the primary data collection instrument, the researcher 
has to be clear that he/she is a sociologist doing field research and not a spy (Murray 
2003).  
4.7.1 Interview Technique 
During an academic placement in Munich, Germany, from 1987 to 1992, the researcher 
came into contact with IT projects. This project opened up the possibility to observe a 
senior project manager interviewing users about their needs. This instilled the 
researcher’s interest, and continuous training in interview techniques followed 
thereafter. After completing a second academic study in Hertfordshire in 1993, the 
researcher started as an internal project manager with an international trading company, 
and, as a result, realised that a good interview technique can influence the quality of the 
information collected. This inspired the researcher to continue training and practice in 
order to further develop and improve interview techniques. 
4.7.2 A View on the Operating Company 
Within the first three work positions, the researcher first took on the role of project 
member and later project manager; from a contractual point of view the researcher was 
an employee with an unlimited work contract. Due to these positions, as an internal 
project manager for the operating company, the researcher developed an excellent 
understanding of the operating company. During this phase the interest in the research 
question of this study was created.  
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4.7.3 A View on the Vendor 
Owing to the researcher’s interest in experiencing the challenges of an external project 
manager, he accepted a position with a European service provider. In this role the 
researcher became responsible for the service (project) delivery in Germany. As a result 
of the changed contractual relationship with the operating company, which had become 
a customer with whom the researcher had a based-on-the-project-duration relationship, 
the researcher experienced the modified variables in an operational environment. This 
experience formed the understanding of the challenges a vendor faces in project work 
today.  
4.7.4 General PM Knowledge 
The interest in deploying a project management methodology was soon created within 
the researcher’s first position. The researcher attended training programmes and 
continued studying resources and, at first this process satisfied his interest, but later the 
researcher recognised that something was missing in the available literature – at this 
stage this was obviously just a strong feeling.  In the researcher’s last position, before he 
started conducting this study, he was offered the job to set up the European project 
office in London. The objective was to introduce a common project management 
methodology specialising on the services our company was offering. This position 
provided the possibility to observe projects from a global point of view and contributed 
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4.8 Preparation for the Field 
The following preparations had to be made in order to allow a focused data collection 
and processing in this field study.  
4.8.1 Case Study Database 
The case study database intends to structure the collected evidence supporting the 
researcher navigating through it.  
Reference Number 
The collected evidence is documented with a unique reference number including the 
type and subtype of document, creation date (or rather, the date which the document 
was prepared for) and a short comment. This reference number is written on the first 
page of paper documents and/or utilised as the filename. Apart from the reference 
number and the coding information with short comments, which actually is the main 
content for the analysis of the collected evidence, additional information for the 
collected evidence can be entered. This information provides for the researcher the 
possibility of searching for key words to build a chain of evidence.   
Types and Subtypes 
The type and subtype is the first part of the reference number. Based on this part, the 
collected evidence is structured. This system permits rapid location of the electronic 
files, printed documents and emails. Whereas the type is defined for all projects, the 
subtype allows an individual adaptation to the researched IT project. The following six 
types were identified as suitable for this research as they seem to structure even large-
sized projects: 
 
• JOT handwritten jottings  
• ETH resulting ethnographic reports based on jottings and memory 
• INT interviews 
• PMM project management related documents 
• PRE project presentations 
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• DOC work documents 
 
While conducting this research, the structure of the sub-type PMM, which is based on 
the ten project management knowledge areas, proved to be sufficient to be deployed in 
both researched IT projects. Suitable sub-types can be created for the researched project. 
In Project1, for example, the sub-type ‘doc-pricing’ was added during the last month of 
the field observation, because the situation asked for it. In some situations, the collected 
evidence includes content that can be classified into various types and subtypes, for 
example, the minutes of a meeting, which was held several months before the researcher 
joined the project. In these minutes the scope of the project was written down and 
signed by the project initiator and vendor. In this incident the sub-types pmm-pm (scope 
management) and pmm-omee (other meetings) are appropriate. With regards to the 
objective of providing a case study database, which aims to assist the researcher in 
structuring the evidence by means of a chain of arguments, the sub-type, which best 
supports this purpose, should be selected. The meeting minutes with the signed project 
scope were classified together with the sub-type pmm-pm (scope management), because 
this type of evidence is important for the argument in context of the project scope. 
Experience in the Field 
Owing to the extensive amount of collected evidence, a case study database is essential 
for conducting a structured research - as outlined in this Chapter. The resulting 
requirements towards a case study database to support the discussed research 
methodology were anticipated already before the data collection was started. When 
launching the data collection process, the first version of the case study database 
became available and the data entry of evidence was therefore possible. After entry of 
approximately 20 per cent of the data collected for Project1, the underlying database 
structure was insufficient to satisfy the required flexibility in reporting. As a result, a 
completely new, second case study database was created. However, the new and more 
complex structure of the tables did not allow a transfer of the evidence already entered 
and the data entry had to be repeated. 
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In particular, the second version of the case study database was improved by: 
 
• Unlimited coding for each reference, 
• linking the coding ‘free’ and Motivation with stakeholders, 
• creating the possibility that stakeholders can be grouped, 
• making stakeholder roles available (based on the generic project stakeholder 
concept) and 
• introducing a numbering system for the subtype pmm-pm of the knowledge 
areas. 
 
Version two of the case study database finally provided the flexibility in reporting to 
build the required chain of evidence for a stakeholder or issue. 
4.8.2 Coding Handbook 
The discussion of the research literature offers the requirements for delivering a holistic 
view. Based on these requirements appropriate codes were defined; four different 
coding structures were specified:  
Organizational Environment 
The maturity of the operating company is described by the three sections of the PFM. 
Project Management 
These codes are based on the ten knowledge management areas. 
Motivation 
Based on these codes, the required building blocks can be assessed. 
Free Coding 
The free coding completes the requirements for a holistic view. For example, the socio-
economic environment codes become accessible within this structure and furthermore 
codes for the description of the stakeholders, project history and project success become 
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also available. During the process of collecting the evidence, these codes proved to be 
appropriate for both researched IT projects and thus were not modified. In addition, 
codes for other projects and issues were created depending on the researched IT 
projects, which provide the required flexibility for the individual project. These codes, 
for instance, issues, were defined during the fieldwork. Owing to the great amount of 
available codes, a coding handbook for each project was created. Appendix C shows the 
complete set of generic codes deployed in this study. This handbook includes the 
available codes with short and additionally long descriptions. Furthermore, the free 
codes for other projects and issues, which were created during the fieldwork, were 
entered into this handbook. During the fieldwork process the coding handbook was 
continuously improved to provide efficient support. For example, a last page was added 
during Project1, which included a table in which the stakeholders were documented. 
This last page proved to be very helpful especially in the initial phase of the fieldwork 
when the stakeholders are new to the researcher. This last page included the name, role 
and contact details of the participants, which can be seen as essential information. The 
codes and short comments were directly written into the collected documents, 
ethnographic reports or interviews. Together with the reference number, this 
information was then entered into the case study database.  
 
Owing to the amount of collected evidence, especially the free and motivational coding 
process had to be focused. The free coding process had to satisfy the study requirements 
to provide the necessary details considering individual aspects. In other words, evidence 
related, for example, to other projects had only to be coded if the information was or 
seemed to be important for future reference. This knowledge became available after the 
prolonged observation phase of the researched IT project. Concerning the coding for 
motivation, the differentiation between what is required to be entered and irrelevant 
information depends on the selection of the Units of Analysis. 
4.8.3 Jottings 
The jottings were made using a pencil on a small writing pad in the specific project 
language. In Project1, most of the meetings were held in English, whereas most of the 
meetings in Project2 were held in German. Due to the fact that there was no knowledge 
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of shorthand and the stakeholders did not feel comfortable with a tape recorder, a 
special code was deployed to avoid wasting time by writing ‘standard’ observations 
(Emmerson et al. 1995, Martinsuo 2001). Standard observations are: 
 
• ‘M’ for the mood of a person, 
• ‘P’ for the participation of a person in a meeting or topic, 
• ‘D’ for the type of dress the person is wearing, 
• a square bracket to make observations stand out of the jottings, 
• round brackets to add impressions and comments of the researcher and 
• ‘blah blah blah’ to indicate a lengthy discussion, explanation or monologue with 
irrelevant content. 
 
The abbreviations M, P and D are combined with the observed mood levels. Four mood 
levels are available: 
 
• A very good mood, strong participation in a discussion and a formal business 
attire was marked with ‘+ +’, 
• an average but still positive mood, average participation in a discussion and a 
standard outfit was marked ‘+’, 
• a person showing signs of a bad mood, low participation in a discussion and an 
outfit below the expected standard of the group is marked with ‘-’ and 
• a negative mood, no participation in a discussion and a rather unusual outfit for 
the standard of the group is marked with a ‘- -’. 
 
In addition, it seemed essential that the jottings focus on the content of this study, which 
provides a basic guideline as follows:  
Focus of the Jottings 
The objective of the observations is to describe what the project stakeholders talk about 
and how they behave within the project environment and if they show either support or 
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resistance towards the project objective. Therefore, any behaviour such as gestures and 
talk (in general and especially questions) in this respect is important to take notice of 
and jot down. Consequently, the necessity of jotting down the complete words of a 
discussion, explanation or monologue is not stressed. Of course, due to the lack of 
deploying a tape or video recorder, the possibility of jotting down every single 
observation was thus also not offered. A meeting or a lengthy technical discussion, for 
example, may become interesting if at least one stakeholder of one Unit of Analysis 
displays a higher emotional involvement. This higher emotional involvement can be a 
loud voice, red face or simply silence on the final decision, which was not made by him 
or her. In this respect, the content of the discussion, the behaviour and talk has to be 
jotted down. The technical details of this discussion and the reporting of the lengthy 
process of decision-making are not required. These details may be found in the final 
meeting minutes – if provided. The final report intends to show that the jottings taking 
on this focus are sufficient for delivering the required evidence for this study.  
During the Day – Informal Behaviour and Talk 
During the day, informal behaviour and talk is frequently observed. Depending on the 
organizational culture, this information can more clearly present the attitude of a 
stakeholder than that observed during a meeting. Of course, by following the principle 
of triangulation, the combination of evidence may provide the appropriate justification, 
but informal behaviour and talk can on the other hand support the researcher in 
assessing the situation more swiftly and all embracing. These jottings are called ‘during-
the-day’.  
 
Owing to the prolonged participation in the project, the researcher becomes gradually a 
part of the project. Based on this trust relationship the increasing openness of the 
stakeholders to express their attitude toward a situation can be observed. In other words, 
the behaviour and talk in offices, on a walk to a meeting, during lunch, or on the way to 
the office and home is also important to jot down. Depending on the length of 
observation either an individual report or an entry in a during-the-day monthly summary 
is possible. 
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During the Meeting – Observations 
Undoubtedly, before and after a meeting, and during breaks, important details can be 
observed. This informal part of the meeting allows the participants to behave and talk in 
a way much more free than in the formal meeting. Therefore, the informal part is 
included in the jottings. The during-the-day jottings do not follow a structure, however 
during meetings a structure is followed to save time and to improve the quality of the 
jottings and the final write-up.  
 
The first information to be added is the document type, date and title on the top of the 
page. To provide an overview and to avoid the repeated writing of names, the table and 
the chairs in the meeting room are drawn on the front page. With the intention to 
achieve better observation results, the researcher should choose a seat from which all 
participants can be overseen. Each chair in the drawing is given a number starting with 
Chair 1 which is the left-hand chair to the researcher, leaving the highest number for the 
researcher himself (if this is seen as appropriate for people in the meeting room). The 
names of the occupants of each chair are also written down. For the following jottings 
these numbers are written down instead of writing the longer and therefore time-
consuming names. Depending on the importance of the informal part before the 
meeting, the description of the meeting room has to be made later during the 
observations. Apart from the description of the room, the physical environment is also 
described - if seen as important for the behaviour of the participants and their 
conversations. 
 
The abbreviations M, P and D can be made at the beginning of the session and/or during 
the meeting, because obviously the M and P may change over time. Observations of 
behaviour, especially of gesture, may be marked in square brackets if this observation 
should stand out. Quotes are marked with quotation marks.  
Impressions and Comments 
During the first weeks of making jottings, the importance of writing down one’s own 
impressions and comments was recognised. Round brackets are introduced to separate 
impressions, feelings, thoughts and comments of the researcher from the actual 
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observations. Furthermore, the lack of knowledge of the company history and the 
project environment creates vital questions during the observations. These questions are 
written down and also written up in the field notes in a separate section called 
‘questions’. The writing up of the field notes is started parallel to the jotting process and 
produces the input that jottings should be structured in sections. During the meeting, the 
agenda or any other topic (if the agenda is not followed such as during the many scope 
discussions in Project1) is utilised as the title. While making the jottings, a thick line, 
which could be drawn even at a later point in time, indicates the start of a new section, 
because of the possible seamless transitions in the meetings. With the help of this 
method, seemingly endless discussions could be structured easily into logical parts, 
which truly simplify the writing up, coding and finally the reading process of this study. 
4.8.4 Writing up Field Notes 
After the first jottings are available, they have to be written up in field notes. The 
following steps seem to be efficient in delivering an appropriate quality: 
 
• Carrying out the writing up process as soon as possible in order to remember 
details, 
• during the writing up process, the documents which were referred to during the 
meeting should be integrated as evidence, 
• providing a definition of the Unit of Analysis as soon as possible, 
• emphasizing the focus on the Unit of Analysis, 
• coding the focus on the Unit of Analysis and 
• coding has to be entered parallel to the case study database.  
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4.8.5 Interviews 
It appears that an interview with the objective of obtaining sensitive information from a 
project stakeholder is difficult to lead. Two qualities support the researcher in 
interviewing project stakeholders23: firstly, the interviewing experience of the 
researcher, and secondly, the ethnographic approach. Ethnography as an active 
participant in an observation process over time can presumably give the researcher the 
necessary sensitivity to recognise stakeholder behaviour and may eventually establish 
the necessary trust between the researcher and the stakeholders. From a technical point, 
the focused interview is hereby deployed, which combines the advantages of an open 
ended interview with the benefit of focused questions. This focused interview approach 
is seen as important to give the interviewee the possibility of raising topics, which 
concern him in this context. These topics may deliver important insight into what the 
interviewee is thinking in relation to the previously asked question or the researched IT 
project. Two practical guidelines were followed when preparing the interview 
questions:  
 
Firstly, the questions are structured as to avoid confusion and repetition of information 
already given. With this objective in mind, a basic structure of question blocks in the 
form of an interview template was prepared including:  
 
• Questions about the personal background,  
• history of the project,  
• questions about participant’s tasks and responsibilities and  
• current view on the project.  
 
Secondly, the interview template for the individual interviews was finalised by means of 
these following rules:  
                                                 
23Similar to the observations, the stakeholders did not feel comfortable with a tape recorder. As a result, 
no full transcript can be given.  
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• Creating a positive atmosphere. Therefore, simple questions, which can easily be 
answered, were asked at the beginning. For this reason questions about the 
personal background are asked at the beginning of the meeting, because 
everybody can answer these questions without problem. Based on the 
personality or background (as observed in ethnography or learned from other 
suitable interviews), for example, questions about numbers to a controller or 
about a vision to a visionary personality seem very helpful to create a positive 
atmosphere. 
• Being aware of the key questions and information required. The questions for 
the stakeholders, which were written down during the observations were added 
here as well.    
• At the end of the session questions should be included with the idea to support 
the answers given beforehand, especially if no documents are available to 
provide evidence. These questions may be unpleasant for the interviewee, 
because he or she cannot answer them or they may prove the interviewee wrong. 
Therefore, the researcher should offer the interviewee – before asking this kind 
of questions – that on his or her request these questions can be skipped.  
• The interview should not take more than 60 minutes and give enough time for 
the interviewee to raise his or her own topics. Therefore, the introduction of this 
research study at the very beginning of an interview was kept extremely brief. If 
the interviewee was interested in more details about this study, a short 
presentation was offered. 
4.8.6 Collection of Documents 
Another challenge is the large number of available documents in medium-sized and 
large projects. At the beginning of the session, all documents, which are available, are 
being collected to get an overview. Later on, after the definition of the units of analysis, 
the coding of the document can justify whether the document requires a reference 
number and an entry in the case study database.  
 
  114/ 299 
Documents such as the work results of sub teams or project team stakeholders, which 
provide evidence related to the Unit of Analysis, are not required to be coded or 
referenced for a later entry into the case study database. Of course, owing to the 
researcher’s intention to deliver a strong argumentation and to satisfy the requirement 
for triangulation, the preference is to code and enter collected evidence. As a result, a 
certain number of references in the case study database are not utilised in the final case 
study report.  
4.8.7 Letter of Introduction including Ethical Consideration 
The letter of introduction had to be printed onto the operating company’s letterhead and 
signed by the gatekeeper to make it an official document. The purpose of this letter of 
introduction is to have a written confirmation of support from the gatekeeper who is 
representing the operating company. Furthermore, it is assumed that the included ethical 
consideration would eliminate the project stakeholders’ prejudice. 
4.9 Conclusion 
This Chapter continued examining the premise that the case study strategy is 
appropriate for the research question of this study. This is due to the limitations of, for 
example, a survey strategy based on quantitative evidence. Further, a qualitative 
research paradigm with a multiple embedded case design was selected. The advantage 
of the multiple embedded case design (Figure 4) is that different units of analysis can be 
analysed to possibly provide the required insight. In this study four units of analysis will 
be analysed, providing insight into the behaviour of different units in one project and 
similar units in different projects.   
 
Ethnography – supported by document analysis and interviews - was identified as the 
primary source of evidence. Aspects such as the cause of reactive effects were 
discussed, because they stress the presence of a researcher and the advantage of a long-
term integration and also support the relevance of this primary source of evidence for 
this study. Furthermore, the controversial acceptance of ethnographic evidence was 
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considered in the quality concept. Moreover, the Research Onion (Figure 5) illustrates 
the selected research methodology. 
 
Furthermore, the Chapter discusses the constraints on selecting an appropriate IT 
project, boundaries and their hidden dilemmas such as entry point, ethical 
considerations and exit point as well as the skills of the researcher. 
 
The last part of this Chapter describes the preparation for the field with the help of a 
case study database, coding handbook, jottings, writing up field notes, interviews, the 
collection of documents and a letter of introduction including ethical considerations. 
Subsequent to the conceptual frameworks, the following four Chapters present the 
Template Analysis of the collected evidence. The following Table provides an overview 
of the engaged stakeholders (core participants), the interviews conducted, the meetings 
observed24 and the documents collected. Based on this collected evidence, Chapters 5 
and 7 analyse the Holistic View of the two researched IT projects; Chapters 6 and 8 
examine the Motivation of the selected stakeholders.  
 
 
Table 1) Overview of the Collected Evidence 
 
                                                 
24The observations include meetings, lasting from one hour up to several hours, as well as the 
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5 Holistic View of Project1 
5.1 Summary 
In this Chapter the collected evidence for Project1 is structured by means of analysing 
the Holistic View. The first part of this Chapter explains how the evidence was 
collected, coded and prepared for the following Template Analysis later in this Chapter. 
The collected evidence for the Holistic View in this Chapter (and Chapter 7) was 
processed in a similar way to one for the Motivation in Chapters 6 and 8. After a short 
introduction of Project1, the project phases are mapped to the generic project life cycle 
with the intention of ensuring reproducibility and comparability. Following the 
conceptual framework Holistic View, this Chapter first describes the project outcome, 
and second the project environment including the organizational culture, socioeconomic 
and organizational environment. The last part of this Chapter outlines the applied 
project management tools and techniques. 
5.2 Fieldwork: The Coding Process 
The first three Chapters deal with the establishment of the two frameworks Holistic 
View and Motivation, which were based on this study’s academic literature discussion. 
Chapter 4 outlines the respective requirements as well as the content of these two 
conceptual frameworks. The objective is to structure the collected evidence according to 
these two conceptual frameworks, thereby laying the groundwork for a Template 
Analysis. The results of this Template Analysis are presented in the following Sub-
chapters. 
 
The Template Analysis is a prerequisite for the analysis in Chapter 9, which finally 
discusses the second research question. This approach demonstrates that the analysis in 
Chapter 9 is based on the evidence collected. Prior to presenting the Template Analysis 
for Project1 in this Chapter, it is necessary to illustrate how the fieldwork was 
conducted25. 
                                                 
25The preparation for the fieldwork in Chapter 4.8 elucidates the required prerequisites. 
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5.2.1 Fieldwork: Collecting Data 
While the process of collecting documents certainly does not require any further 
description, the process of collecting information by means of observation and interview 
is different because no written document could be collected. However, some written-
down documentation was finally required. During a meeting or interview, the researcher 
made jottings as outlined in the previous Chapter. These jottings are recorded in field 
notes.  After writing down the field notes, the data collected by observation and 
interview were available as a document. As it applies to the collected documents, the 
recorded field notes also received a reference number. Appendix D features one field 
note and one interview as an example. 
5.2.2 Fieldwork: Coding Data 
Coding data describes the activity of structuring the collected data. Emerson et al. 
(1995) suggest an open and focused coding, which has been adapted to the requirements 
of this study.  
Process: Open Coding 
Based on the outlined research methodology of this study, the open coding was adapted 
accordingly. The academic literature discussion in Chapters 2 and 3 provides the models 
for the following Template Analysis. Based on these models the open coding tables 
have been set up. Appendix C, Table 5, shows the open codes for the organizational 
environment and Table 6 depicts the open codes for the project management. Table 4, 
the free coding, contains the open codes for the remaining aspects discussed in Chapters 
2 and 3 - such as stakeholders, resistance, organizational culture and project outcome. 
Furthermore, this Table provides the flexibility to add new, individual themes to the 
researched project.  
 
The reason why the open coding had to be conducted twice is, firstly, because the 
available codes were applied and new themes, individually for each project, had to be 
identified. These new themes were added to the free coding table. Secondly, the open 
coding had to be repeated to apply these new free codes accordingly.  
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Tables 8 and 9 present the final free codes for the researched IT projects in this study. 
Further themes including ‘pricing model’ and ‘frame contract’ were identified in Project 
1 after the first meetings. Due to the repeated appearance of these individual themes, in 
both observations and documents, the attention of the observer is drawn to certain 
stakeholders who repetitively showed a form of resistance. This focus provides the 
foundation for the selection of the stakeholders for this study. The first Unit of Analysis 
was selected based on the identified themes of ‘pricing model’, ‘pay stakeholders’ and 
‘business case’. These themes and the underlying resistance of the involved 
stakeholders indicated already at an early stage that an impact on the project outcome 
could be expected. Similarly, the identified themes of ‘BAFO pricing’, ‘LoI’, ‘frame 
contract’, ‘DD’ and ‘restructuring costs’ delivered the basis for selecting the 
stakeholders as enumerated in Unit 2. The involvement of PM and Owner in these 
processes as well as the identified themes ‘assigning project’ and ‘10 per cent promise’, 
provided for this study the foundation for selecting the third Unit of Analysis. 
Process: Focused Coding 
The focused coding concentrates on the conceptual framework Motivation. Due to the 
potentially high number of stakeholders in a project, the selection of the stakeholders for 
the units of analysis is a prerequisite. Consequently, for these stakeholders the focused 
coding is deployed. Table 7 in Appendix C shows the codes for motivation. 
Adding Codes 
The codes were attached to the electronically available document, for example, the field 
notes, by adding a note with the code and a short comment in the text document. This 
functionality also enjoys the advantage that the note (code) can be linked to the related 
information in the text. Usually a word processing programme displays the notes on the 
right side of the page with a thin line leading to the related information in the text. 
These documents were printed for the data entry in the case study database. For 
documents, which were available only on paper, the same process was applied, but the 
notes were written down on the paper and the related information on the page was 
highlighted. Appendix D shows one example for each data collection method. 
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5.2.3 Fieldwork: Case Study Database 
 
Figure 6) Case Study Database – Data Entry Screen 
 
In the next step of the coding process the new free codes and selected stakeholders 
(including their roles) were set up and the coded documents were entered (Figure 6) into 
the case study database. The Template Analysis was conducted after completion of the 
case study database, and therefore it was able to run reports (Figure 7), which follow the 
structure of the conceptual frameworks. In other words, for each element of the 
conceptual frameworks a report listing the collected evidence is available.  
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Figure 7) Case Study Database – Report for Template Analysis 
5.2.4 Fieldwork: Template Analysis 
As discussed in Chapter 4, the conceptual frameworks were created based on the 
academic literature that was discussed in Chapters 2 and 3. Consequently, the criteria 
for this Template Analysis derive from the academic literature. For this purpose several 
models have been selected, which were able to present the Holistic View and 
Motivation. The analysis of the collected evidence for these selected models is the 
Template Analysis. This Chapter and the following three Chapters present the collected 
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5.3 Introduction 
Project1 is an outsourcing project with the objective to consolidate 22 SAP data centres 
in Europe, excluding Germany, into two data centres with the expected effect to 
contribute 70 per cent26 to the promised gross savings over the following five years. 
Based on first Due Diligence (DD) during the initiation phase, the following SAP data 
centres were in scope of the project. From the total of the 22 data centres in scope, only 
7 data centres were owned by the operating company. The remaining 16 data centres 
had been already outsourced to Vendor-Company01.  
 
The operating company is a large corporate group. Beneath the top management board, 
the central board of directors, this operating company is structured in five areas: 
operational business, finance and real estate, central departments, central functions as 
well as the regional units. Each unit contains a number of organizational divisions, 
which directly belong to one of the members of the central board of directors. These 
organizational divisions have to be seen as individual companies, with their own board 
of directors and all required business functions like finance, human resource, 
administration, sales, development and production. Even if described as individual 
companies with their own business functions and own company culture, their freedom is 
limited, because these companies obviously have to comply with corporate strategies. In 
this construct, the central departments and central functions control not only the 
financial and legal aspects involved, they also plan, execute and control the corporate 
wide strategies for the central board of directors. One of the central departments is 
responsible for the corporate-wide strategy for information technology, the Corporate 
Information Office (local CIO27) that executed the observed Project1. 
 
Project1 is structured by the logical sequence of the required tasks. These tasks are 
defined by their output, which is mapped to the output of the project life cycle phases. 
Taking this approach, Project1 can be viewed utilizing the generic project life cycle, 
                                                 
26Owing to an agreement with the operating company, no financial figures are publicised, except for the 
numbers, which have already been available in public newspapers. 
27The abbreviation of the Corporate Information Office is ‘CIO’, which is also the abbreviation for Chief 
Information Officer. Within the observed IT project both abbreviations are utilised without any 
differentiation. To avoid confusion, the Corporate Information Office is abbreviated as ‘local CIO’. 
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which allows a later comparison with other projects. Figure 6 depicts the mapping of 
Project1 against the generic project life cycle:  
 
 
Figure 8) Project Life Cycle of Project1 
 
5.4 The IT Project Outcome 
Following Shenhar et al.’s (2001) argument that one size does not fit all in regards to 
measuring the project outcome, a project distinction is required to provide the 
possibility to compare the project outcome of different projects. 
5.4.1 Project Distinction 
The project objective is a consolidation of 22 SAP data centres in 19 countries into two 
or three data centres, with the focus on SAP data centres and other applications later on. 
PMtech and Vendor01 explained that these types of projects are usual nowadays. To 
verify this argument an interview with a large and independent SAP system integrator 
was arranged. This SAP system integrator confirmed this statement and provided some 
references to similar projects. Therefore, Project1 was assessed as a low-tech project. 
Following the Multidimensional Strategic Concept (Shenhar et al. 2001) for low-tech 
projects, the focus on the success dimension lies within the project efficiency and the 
impact on the customer. In particular, these two success dimensions cover the traditional 
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systems of measuring project success, namely meeting the scheduled goal, the budget 
goal, the technical specification and functional performance. The effects on the 
customer, in this case the expected savings, have to be assessed after completion of the 
project. Shenhar et al. (2001) argue that these success dimensions can be assessed in a 
short time frame after project completion.  
5.4.2 Meeting Schedule Objective 
The first traditional way to gauge project success is measuring if the schedule objective 
was met. The following Table presents how the dates, which were submitted after the 
project initiation and due to which the go-ahead for the project execution was granted, 
changed over time: 
 
 
Table 2) Schedule of Project1 
All the project life cycle phases are defined by milestones, which can be tracked 
depending on the deliverables behind them. For Project1 the following deliverables 
were defined by the milestones ending the individual project life cycle phases: 
 
The project initiation of Project1 contained the feasibility concept and the go-ahead for 
the overall project. By 24th September this acceptance, the ‘green light’ for the project, 
was granted and the next phase started. The milestone ‘frame contract signature’ was 
the final deliverable for the project planning phase. Originally, 30th April was the 
projected due date, which was continuously postponed to May, June, September and 
finally December. During the STC meeting in December, the lack of signatures became 
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public knowledge and the decision was made to re-schedule the project again. This is 
the reason why the last column in Table 2 does not contain a delivery date for neither 
the planning nor the execution phase. In other words, by the end of the observation 
phase, the projected date for a signed frame contract was already delayed by 7 months 
and the project had to be planned again. Finally, the frame contract was officially signed 
on 30th June +02. This version of the frame contract did not contain a complete list of 
all required service levels. Even though this lack could possibly justify a discussion of 
whether this milestone was actually achieved, the pure delay of the signature by over 24 
months seems sufficient evidence for this study to draw a hypothetical conclusion. 
 
The project execution phase included the operational execution of the outsourcing 
contract. In this phase, the new prices for the defined services should have been given to 
the operating company and thus the savings gained. Initially, the project execution was 
planned to be finished within 15 months, from 1st May to 30th July +01. Interestingly, 
during the phase of postponing the delivery date for the frame contract, this duration 
was slightly altered, but finally 15 months were accepted again. Due to the required new 
planning phase in December, no final date could be provided for its project life cycle 
phase. Besides this, a project handover phase was not planned. 
5.4.3 Meeting Budget Objective 
Owing to the set condition of the operating company that no internal financial 
information could be presented publicly, the budget figure can also not be provided. 
Nevertheless, thanks to the involved stakeholders and the additional time they had spent 
on Project, a sufficient illustration of how the budget objective was finally met can be 
offered. By simply counting the stakeholders who were involved in the project planning 
phase from May until December and applying a standard rate, a budget overrun of 
approximately € 7 million is conservatively estimated.  
 
Besides the internal resources which were booked on the project cost centre, this figure 
also includes resources which were not internally booked but were actively involved 
such as the top management of the central board of directors, the local CIO as well as 
the country representatives and country participation stakeholders. Moreover, the 
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external resources of Vendor-Company02 were also considered after being brought into 
the project by Owner and Initiator. Whereas Vendor-Company02 is an external 
company, Vendor-Company01 belongs to the operating company. Independent of this 
relationship between Vendor-Company01 and the operating company, the contract form 
of this outsourcing contract is a fix-price type. As a result, the local CIO did not have to 
pay for the resources supplied from Vendor-Company01, including Vendor01 and 
Vendor02. In reference to the other two arguments that (1) Vendor-Company01 has to 
charge his customers for their time to survive in the market28 and (2) Vendor-
Company01 is 100 per cent owned by the operating company29, these figures are not 
included in this conservative estimate, as they would support adding the cost of these 
resources to the budget overrun.  
5.4.4 Meeting Technical and Functional Objectives 
In terms of meeting the technical and functional objective, Project1 can easily be 
measured by the expected Return of Investment (RoI). The RoI are the savings which 
can be claimed after the project objective completion - in this case the signature of the 
frame contract was achieved. However, owing to the contractual details these savings 
should have been gained already during the project execution phase. Based on the 
operating company’s condition that no internal financial information can be presented 
publicly, the RoI figure cannot be provided. This regulation excluded figures which are 
already available in the press, as in the case of the numbers Initiator, the head of local 
CIO, who predicted during an interview with a weekly newspaper that in total he will 
save €800 million for the operating company within the following three years. 
Accepting the information in the RfP that this programme was the main contributor for 
Initiator to gain the promised savings, a conservative calculation of the impact can 
finally be made. Assuming that the SAVING programme contributes conservatively 20 
per cent to the promised savings, the SAVING programme has to generate €160 million 
in savings over the following three years. 
                                                 
28A further discussion about the methods – direct or indirect – i.e. how a vendor can charge higher costs 
even within a fix price contract type is not required for this study. 
29From the point of view of the central board of directors the additional investment in resources of the 
Vendor-Company01 may influence the overall company profit and therefore has to be considered. 
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Following the line of argument that the SAVING programme can only generate savings 
when Project1 is completed, the delay of two years decreases the contribution to only 
one year. For the purpose of delivering a broader understanding of this matter, a linear 
contribution to the savings is assumed which reduces the contribution to 1/3. In other 
words, optimistically, the Initiator could receive savings from the SAVING programme 
amounting to €53 million instead of €160 million. This equals a reduced RoI of €107 
million for two years. A further impact on the RoI due to a signed frame contract based 
on an incomplete list of service level agreements is not calculated even if the possibility 
factually exists. 
5.4.5 The Impact on the IT Project Outcome 
Due to the delayed signature of the frame contract, the budget overrun and the 
decreased RoI, several severe impacts were observed: 
Organizational Impact 
The organizational impact on the reliability of local CIO and the operational feasibility 
of the complete SAVING programme could not entirely be justified. As a direct result, 
in December, the central board of directors moved the authority of one application 
management centre from local CIO to CF. Thanks to this decision CF gained the 
authority over two out of three application management centres. In other words, local 
CIO lost its authority over layer two – project AM – to CF. Project1 was at this point in 
time the only remaining project in the SAVING programme under the authority of local 
CIO.  
 
In December’s STC meeting was also decided that a new pricing model had to be 
developed, which, for being the main part in this frame contract, not only imposed the 
time-consuming development of a new pricing model, it also enforced a new 
negotiation round. In an interview in November +01 with Vendor02, it was made clear 
that after the time-consuming setup of the new pricing model another five months were 
scheduled to be invested into negotiations. Eventually, a basic frame contract was 
signed, which however did not include all services. 
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In June +01 a public newspaper reported that a new programme was initiated. Within 
this new programme the switch to a service level organised IT structure was planned. In 
detail, this new programme contained four service towers: desktop, network, voice and 
data centres.  As a result of this announcement, the incomplete Project1 was integrated 
as one service tower into the new programme and the SAVING programme cancelled. 
Financial Impact 
The financial impact in the form of the additionally required project budget and the 
missed RoI is self-evident, and the increased level of attention and escalation up to the 
central board of directors comes to no surprise. In the calculations that were designed to 
meet the budget objective, the resources of Vendor-Company01 were not included. As 
argued earlier, there are two supporting arguments for adding the costs of the vanished 
resources of Vendor-Company01 to the budget overrun. This was not done in this study, 
but these two arguments certainly lead to an escalation up to the central board of 
directors, which was evidently originated in Vendor-Company01. Finally, the central 
board of directors did not gain the expected savings from the SAVING programme with 
regards to Project1. Owing to the delay by 24 months, only – in the most favourable 
case – €53 million instead of the estimated €160 million were contributed to the 
promised savings of Initiator. Furthermore, internal costs increased by €7 million, which 
of course have to be covered by local CIO, and adding the internal cost for the 
stakeholders of Vendor-Company01. 
Human Impact 
When hiring the Vendor-Company02 in October, PM lost his position and was now the 
leader for commercial issues in charge of the ‘business cases’ and ‘SLA/contract 
development’ as well as participating in the team for ‘frame contract negotiations’. 
Within this structure, PM was no longer the responsible project manager, yet still 
leading two out of five work streams and being involved in a third work stream. The 
remaining two work streams were lead by PMtech, with whom PM had a good and 
friendly relationship. Due to this connection, PM was still holding a certain powerful 
and interesting position in the project. With the launch of the project outcome in 
December, a re-organization was initiated, in which PM was still the commercial lead, 
but the new org chart actually showed seven work streams and more supporting project 
  128/ 299 
management functions. In this chart, PM was in charge of only the work stream 
‘commercial’ and contributing as a project member to the team of the work stream 
‘negotiations’. Furthermore, PMtech was replaced by resources from Vendor-
Company02, which dramatically limited the influence of PM. Finally, PM left local CIO 
three months later. As published by the press in April +01, Initiator had to leave the 
operating company by the end of June +01. The newspaper (pmm-pm-
7_public_newspaper_initiator) reports that, based on internal information, the reason for 
his departure is a “clouded relationship with the central board of directors” (p. 9). 
Particular criticism was stated toward his way of “dealing with the organisational 
divisions”, his “deficit in implementing measures” and the limited “quarterly financial 
results” (p. 9).  
 
When comparing this critique with the situation of Project1, the absence of an effective 
way of dealing with the organizational divisions becomes apparent. The forced set up of 
a new pricing model30, the failure to implement measures preventing the overall delay 
of the project and most importantly the limited quarterly financial results make it 
obvious that it was impossible to deliver what had been promised initially: To reduce 
costs. Even though Owner, the protégée of Initiator, was integrated into the new 
programme as well, the limited work contract was not extended in March +02. As a 










                                                 
30The Unit of Analysis User describes in Chapter 6 detailed the impact of the new pricing model. 
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5.5 The Project Environment 
In reference to the framework Holistic View, the following Template Analysis seeks to 
provide insight into the organizational culture, socioeconomic and organizational 
environment of Project1.  
5.5.1 The Organizational Culture 
Throughout the project phase two culturally-influenced stakeholder behaviour patterns 
could be observed, which were employed by all observed stakeholders, however, with a 
different level of intensity, depending on their role in the project and, of course, their 
personality. The two culturally influenced behaviour patterns that could be observed 
are: ‘Scapegoating’ and ‘Meeting Culture’. 
Scapegoating 
The first organizational value or lived culture is ‘Scapegoating’. This culture within the 
operating company is built upon of the need to locate a guilty person in the case of 
project failure – this can be called ‘instrumental Scapegoating’ (Bonazzi 1983, Girard 
1986, Daniel 1998). Bonazzi (1983) describes ’instrumental Scapegoating’: 
“Instrumental scapegoats are those individuals who are subject to sanctions 
through no fault of their own, but as the rational and successful outcome of 
strategies employed by power holders when they feel at risk of being 
accused of being responsible for misdemeanours, the blame for which may 
socially or legally accrue to them. “ (p. 4) 
The evidence indicates that this study needs to recognise and examine the resulting 
behaviour of the project stakeholders. When the involved stakeholders were aware of 
‘Scapegoating’, a certain behaviour allegedly with the objective to avert any 
‘Scapegoating’ onto oneself was displayed. Naturally, every stakeholder would be 
extremely interested in averting ‘Scapegoating’ to avoid the resulting punishment. It can 
be concluded, that in day-to-day project work the awareness of ‘Scapegoating’ among 
project stakeholders is evidently present, which seems to cause three types of behaviour:  
 
• The behaviour of collecting and preparing evidence to defend one’s own 
position, 
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•  the behaviour of avoiding responsibility, because another responsible person 
can easily be selected or 
• the behaviour of complying with ‘Scapegoating’ in the form of pointing to 
another promising ‘scapegoat’. 
  
Awareness of ‘Scapegoating’ 
The awareness of ‘Scapegoating’ was present throughout observation phase. Starting at 
the top management, Owner certainly knew his responsibility for the project and was 
conscious that if he failed he would probably be fired. This pressure seemingly was also 
recognised by his subordinates including PM, PM03 and ProgMgr. 
   
It was evident that Vendor01 was also aware of the involved ‘Scapegoating’ as he 
expressed the need for a guilty party in his interview. PM also knew that her position 
was endangered and punishment due. For example, during a working session PM said 
that if they failed they would be ‘beaten up’ by the management. Similar to everybody 
else in the project, PMtech also feared ‘Scapegoating’, and being aware of this danger, 
PMtech started a discussion about his one day introduction meeting with Vendor-
Company01 and the impact on him. It can be assumed that, otherwise, a discussion 
about the one day meeting and its influence on the overall project plan of this large-
scale project would not have been started by PMtech. 
Collection and Preparation 
As shown above, PMtech started the discussion about the influence of the one day 
meeting on the project asking for an overall project plan. It would seem that this 
happened not only because of the awareness of ‘Scapegoating’, but also due to the fact 
that PMtech wanted to prepare himself for averting any recriminations. Moreover, 
Vendor01’s feedback, who argued that major re-work was necessary to answer the 
questions of PMtech at a later stage, proved PMtech right having started this discussion. 
The collection of evidence and the preparation for a ‘Scapegoating’ action between 
Vendor-Company01 and local CIO accompanied the project from the beginning of the 
delays.  
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In May, for example, the eight-months delay was presented to an internal council. In 
this presentation several statements were made which intended to show that local CIO 
was innocent and could not be made liable for the consequences. The argument process 
depicted mentions a three-weeks delay due to handover of the project to a new project 
manager and also the 29-weeks delay due to various requests of the two remaining 
vendors, the unavailability of other internal departments as well as slow internal 
decision processing. The arguments found on the above-mentioned slide, which actually 
had to be represented by the project initiator, project sponsor or project manager, 
showed no failure on the local CIO’s side. Instead, the finger was virtually pointed 
towards the remaining two vendors of the procurement process and other internal 
departments.  
 
Later in October, Vendor01 surprisingly presented some slides during a joint project 
team meeting explaining: “The first 55 days show some delay due to operational issues 
on both ‘sides’”. Using the following eight slides, Vendor01 explained the open issues 
and finally presented the required next steps on the slide: “In order to secure the mid-
December target, timely clarification of open issues is essential”. The title of this slide 
indicates already that the listed next step could be deployed as a check list if the 
milestone in December was not achieved. Of course, the underlying responsibilities of 
the next steps would show whether local CIO or Vendor-Company01 are made   
responsible for the possible delay. After the discussion of these slides in the joint project 
team meeting, they were presented to the STC and later to Initiator. Vendor01 also 
frequently wrote mails in which he argued - on a technical level - that if certain 
solutions or information cannot be provided, the dependent milestone would be in 
danger. Considering all it comes to no surprise that Vendor01 or Vendor-Company01 
was never made responsible for delivering these decisions or information.  
 
In November, the pressure was increasing, because the expected December signature 
became more and more questionable. Therefore, it became obvious thatVendor01 
continued preparing for ‘Scapegoating’. This time, Vendor01 wanted to get the 
approved the partial delivery of the DD, for which he actually was responsible. Finally, 
Vendor01 was successful in getting the approval from PM02 – interestingly, even 
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without the complete delivery of the DD outcome! The lack of a complete delivery, due 
to which the DD outcome could have been rejected, was confirmed during an interview 
with Vendor02 one month later.  
Avoid Responsibility 
It has been suggested that the concept of avoiding responsibility is based on the 
assumption that someone can only be made responsible for deliverables he or she was 
actually responsibility for. Of course, on the other hand, a manager needs to accept 
responsibilities, and - if delivered successfully – with the aim to receive praise and 
ultimately to advance one’s own career. As a result, it can be assumed that only feasible 
responsibilities, which offer an acceptable level of risk and a lot of exposure, are taken 
on by a manager. For the stakeholders, this leads to the delicate situation that - with the 
purpose in mind to advance their career - they cannot reject high risk responsibilities 
without a good reason. If this good reason is not available, subtle manoeuvring is 
required in order to avoid these tasks, which as a result makes it relatively difficult to 
collect evidence for this study. The letter of intent (LoI), for example, was a document 
Owner never wanted to sign; in fact, only due to increased pressure by Vendor-
Company01 the LoI was prepared and signed. Even during the LoI signature-signing 
meeting Owner suggested to replace his name with Contract01’s. This was rejected and 
Owner had to sign the LoI. Naturally, the question appears why a strong personality like 
Owner wanted to avoid signing. It would seem that signing a LoI is a common 
procedure if the final frame contract cannot be signed in the near future. Consequently, 
this shows clearly the specific interests in the project of both parties involved. Of 
course, it may also demonstrate the attitude of the responsible stakeholders, who – in the 
case of failure – could actually be made responsible. 
 
Additionally, virtually the same situation was observed on the next management level 
below, for example, in the staff meetings of Owner. In fact, in the research interview, 
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Compliance with ‘Scapegoating’ 
It is generally agreed that compliance with ‘Scapegoating’ is the behaviour to appoint 
another guilty stakeholder or stakeholder group. Implied in the behaviour prior to an 
expected ‘Scapegoating’ action, the information about a possible guilty stakeholder may 
be revealed. As seen in the evidence presented, local CIO, for example, prepared a slide 
for their own defence and pointed towards the two remaining vendors of the 
procurement process and other internal departments making them overtly responsible 
for the delay. Later on, the collection and preparation focused blatantly on 
‘Scapegoating’ between the stakeholders of the involved departments, for example, 
Vendor03 pointed on Initiator, Owner on Vendor03 or PM02 on PM. Interestingly, in 
absence of an immediate ‘Scapegoat’, User02 simply suggested to find another one 
instantly.  
Project Execution 
As the project outcome clearly showed, Initiator and Owner had to leave the operating 
company. It is obvious that they were held responsible for the failure of Project1. Of 
course, on the other hand, arguments may be found indicating that the motivation 
behind the observed situation was a ghastly political game, initiated by an individual to 
gain personal advantage. Indeed, taking a closer look, by recognising the similar 
behaviour of all involved stakeholders, the possibility had to be taken into account that 
this behaviour is the natural defence of an individual in order to survive. As a possible 
filter for this study, ‘Scapegoating’ can be considered as a necessary move of the 
individual to avoid punishment, a behaviour generated by this culture. 
Meeting Culture 
The ‘Meeting Culture’ in this observed project requires more attention, because of its 
observed disruptive behaviour. When considered separately, this disruptive behaviour 
may deliver evidence for the argument that the observed individual willingly and with a 
negative intention disrupted a meeting. Due to the prolonged participation, evidence 
was collected which explain if this behaviour was typical for the meeting culture.  
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Disruptive Behaviour 
It can be assumed that without the prolonged observation process, the following 
behaviour patterns might have been interpreted as a form of disruptive behaviour - the 
surprised face, for example, of PM02 during an STC meeting, where he wanted to 
present one major topic and right at this moment User02 left the meeting for another 
meeting, illustrates this kind of situation. While the surprised face of an external 
consultant working in this environment is probably understandable, his behaviour even 
managed to surprise internal consultants such as PMtech. PMtech, who was actually 
working in another overseas branch for the same operating company, was seemingly 
surprised that in one STC meeting, 50 per cent of the STC members left the meeting 
during a discussion. 
 
More specifically, the stakeholders were late for meetings, left meetings for various 
reasons (including other meetings) and were moreover working on their laptops during 
meetings. In reference to the employees of the operating company, including Vendor-
Company01, this behaviour appeared internalised. Furthermore, surprisingly, the 
behaviour of working on various issues during meetings was accepted. The most 
common behaviour in this category visibly was receiving and answering voice mails, 
sms-texts as well as emails. For the purpose of receiving and sending emails, the limited 
number of network cables was passed from laptop to laptop during meetings. The 
participants of the STC meetings simply asked who else would require a network 
connection.  
Understanding the Behaviour 
To examine this internalised behaviour, the meeting culture requires consideration. This 
may lead to increased understanding of the subject matter. 
 
The length of the STC meetings was between three and six hours. During the meeting 
no breaks were planned, except during the STC meeting in October which had one 
break. In case the meeting coincided with lunchtime, a working lunch was arranged.  
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Furthermore, User01 and User02 complained about the weak preparation for the STC 
meetings, the unclear leadership situation between PM and Owner31 as well as the 
unclear scope definition for the users in the STC meeting32. As a consequence these 
factors frequently delayed the already long STC meetings - clearly because of the lack 
of structure and the repeated discussions. Additionally, the meeting rooms were 
obviously too small for the number of participants invited, with the effect that the air 
became sticky and the temperature rose slowly. As a result, the participants naturally 
became tired after a while and left the meeting to take a break. In the STC meeting in 
October, for example, four stakeholders left the room together and initiated an 
unplanned break. This situation demonstrated clearly why the stakeholders frequently 
left the meeting for a short time – and in some situations even in a small group. This 
may explain a short period of absence, however the stakeholders also displayed a set of 
behaviours of disinterest in Project1 by, for instance, leaving the meeting for another 
meeting or receiving conference calls as well as by working on a different project or 
even checking and answering calls and emails. This kind of behaviour was observed 
among all regular STC members including User01, User02, PM and Owner. The reason 
for this behaviour can possibly be seen in the amount of meetings in this kind of culture. 
On the basis of the observations of PM and PMtech over a whole day as well as the 
insight into the meeting calendar of Owner, parallel meetings could not be avoided. To 
conclude, this may be due to the lack of time. The same situation can be assumed for 
User01 and User02, especially when considering that these stakeholders were visiting 
local CIO for this particular meeting and were able to combine this visit with other 
important meetings at the headquarters of the operating company. In addition to the high 
number of meetings, their long duration – including the STC meetings – did not seem to 
leave sufficient time to answer calls and emails from the participant’s desks. It appears 
that owing to this lack of time, calls and emails were answered during the meetings. 
Again, this behaviour was observed by all regular STC members and accepted as 
‘normal’.  
                                                 
31The Unit of Analysis PM in Chapter 9 explains the situation of PM and Owner in detail. 
32Chapter 9 discusses the scope situation of the users.. 
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After examining the ‘Meeting Culture’ of the operating company, the rationale of the 
individual for leaving an STC meeting for a short break or even another meeting and/or 
to answer calls and emails during a meeting becomes seemingly understandable.  
5.5.2 The Socioeconomic Environment 
It seems that no tasks were initiated to consider the socioeconomic environment of 
Project01. The view of local CIO was to outsource the remaining seven data centres to 
Vendor-Company01 and additionally to consolidate in scope all 22 data centres to two 
data centres. By reason of outsourcing, the legal ownership was expected to switch from 
the operating company to Vendor-Company01 and the operating company, represented 
by local CIO, would in effect only buy services from Vendor-Company01. The RfP also 
mentioned that by acquiring the ownership of the seven data centres, Vendor-
Company01 would have to take over the employees as well. As a second step the 
consolidation of 20 or 22 data centres would be necessary to achieve the required 
savings. With this approach all issues concerning consolidation, for example, the 
resulting human resource issues with the local unions in the various countries were 
moved to Vendor-Company01. Nevertheless, even by shifting some anticipated issues 
onto Vendor-Company01, a socioeconomic environment analysis was evidently not 
conducted. Furthermore, this approach may not work, because of the high possibility 
that the unions and subsidiaries in the various countries would lodge a complaint to the 
central board of directors, which most likely would pass on these complaints to local 
CIO.  
5.5.3 Template Analysis of the Organizational Environment 
The maturity of the operating company’s organizational environment is shown by their 
level of project execution support, and it can be stated that the organizational 
environment is composed of three areas: project strategy, project professionalism and 
project management methodology33. 
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Within the area of project strategy, four key success factors are suggested by the PFM. 
Except for the organizational structure, for which the recommendations were not 
consequently deployed and therefore only a certain amount of support can be assumed, 
all three other key success factors do not necessarily support a mature project 
environment. In the area of project management professionalism, seven key success 
factors are recommended. From these seven key success factors only one seems to 
support a mature project environment. It is said that, especially the last recommendation 
concerning ‘honesty and ethics’, had a substantially negative impact on the project 
execution. The substantial influence of the organizational environment on the 
stakeholders is elucidated in the following three Chapters.  
 
A standard project management methodology is not available within local CIO. 
 
In conclusion, the collected evidence clearly shows that the organizational environment, 
the maturity of the project environment supporting the project execution, does not 
support project execution34. 
5.6 Template Analysis of the Applied Project Management 
By means of presenting evidence on how the project management processes were 
deployed in Project1, the holistic approach can be seen as completed. As outlined in the 
Project Management Chapter, the available documents are structured by the enhanced 
project management methodology in ten knowledge areas. To provide a holistic picture 
of Project1, this study presents the available documents and information. Furthermore, 
arguments referring to historical events and their effects - if relevant for the purpose of 
this study - are being dealt with in the following 3 Chapters, in which the three Units of 
Analysis are presented.  
 
Initially, PM was in charge of Project1, who noticeably supported this study. As a 
result, full access to all available documents was granted. However, starting from the 
                                                 
33The Projectized Functional Management Model by Toney and Powers (1997) is discussed in Chapter 
2.3. 
34A summary is provided in Table 12, Appendix E. 
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integration of Vendor-Company02’s stakeholders in October and the involvement of 
PM0235, the collection of documents became increasingly difficult. Yet, access to 
documents that were distributed to the project team was still possible. Only PM02’s 
documents which were not clearly communicated to the project team or Owner were 
difficult to access. Difficulties, such as that the recipients of these documents had to be 
asked for co-operation or that sufficient time had to elapse before these documents 
became known to the project team, resulted in them becoming less accessible. It is 
possible that documents existed which never became accessible for the project team. 
These documents, however, are of limited interest for this study’s holistic view, because 
of the primary and underlying intention of project management documents. It would 
appear that project management documents are intended to support the project 
execution. Hence, documents, which are not accessible for the project team, do not 
support the project team in executing the project and therefore cannot be categorised as 
project management documents. Despite the availability of documents in most of the 
project management knowledge areas, none of the project management processes was 
continuously and consequently deployed and appropriate for a project such as 
Project0136. The collected evidence shows clearly that documents, tools and processes 
were available - for example, the general accounting system and budget process. 
Nevertheless, despite of the availability of an accounting system as well as strict budget 
approval and reporting processes within the operating company, an appropriate cost 
management process cannot be identified. Owing to the unavailability of a 
comprehensible estimate of the resource requirements, the input can be seen as 
questionable. It is evident that even strict internal processes and a professional 
accounting system can presumably not improve this questionable input. PM was 
evidently aware of this situation and judged the quality of the cost management as very 
weak. 
                                                 
35PM02 is an employee of Vendor-Company02, who initially wanted or was intended to take over the 
project, but Owner never officially confirmed PM02 in this role as project manager. Despite the overtly 
bossy behaviour of PM02 and his support of Owner as the acting project manager, PM02 was eventually 
not the project manager. In this period, from October to November, Owner took over the role of project 
manager. This was communicated to STC and the org chart updated accordingly. This is the reason why 
PM02 received this alias - to indicate the change in project leadership. 
36Table 13 in Appendix E summarizes how the project management knowledge areas were deployed in 
Project1. 
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5.7 Conclusion 
Despite its complexity in size, from a technical point of view, Project1 can be defined as 
a low-tech project.  Due to the consolidation of SAP data centres into two data centres 
and the existence of a few servers only, Project1 shows a common project approach 
today. Success of low-tech projects is measured by meeting the schedule goal, the 
budget goal, the technical specifications and functional performance as well as the 
impact on the customer. This success dimensions can be assessed within a short time 
frame after completion of the project. By means of measuring these goals at the end of 
the project planning phase, a dramatic delay could be diagnosed. This delay was not 
resolved in the following months and Project1 was integrated into the next initiative and 
the original initiative SAVING vanished. Besides a strong negative financial and 
organizational impact on the operating company, personal consequences for the 
responsible managers could be assessed.  
 
This Chapter examines the organizational culture, the socioeconomic environment, the 
organizational environment and the applied project management processes with the 
intention of providing a holistic view of Project1. It has become evident that in 
particular the organizational culture requires filtering of the behaviour, which is 
enforced by ‘Scapegoating’ and the ‘Meeting Culture’. In reference to the principle of 
triangulation, this evidence may offer a valuable first insight and a sense of direction, 
however it clearly has to be combined with other evidence that is not influenced by the 
organizational culture in order to support drawing an appropriate conclusion. The 
socioeconomic environment was not considered in Project1. Additionally, it became 
obvious that the maturity of the operating company when supporting the project 
execution appears low. Furthermore, paramount honesty and ethics could seemingly not 
be found in Project1 and ultimately this only contributed negatively to the project 
execution process. 
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6 Units of Analysis in Project1 
6.1 Summary 
This Chapter presents the collected evidence for the three Units of Analysis in Project1.  
These units were selected based on their respective importance for the final project 
outcome. The first Unit of Analysis consists of the users, who were expected to utilize 
the primary project objective in order to reduce their IT expenditures. For this purpose, 
a new pricing model was introduced with the aim to deliver the projected savings and 
the flexibility for executing the operational business in the future. The second Unit of 
Analysis is the Unit Vendor, who was selected for the consolidation of the data centres 
and the outsourcing concept based on global SLAs. Even though 15 out of 22 data 
centres belonged to this vendor already, a procurement process was started with four 
vendors. After the vendor had been selected, the discussions about a LoI started. This 
Unit attempts to present another perspective on Project1 – the vendor’s. Throughout the 
analysis in the first two Units, two stakeholders are mentioned frequently. These two 
stakeholders are the project manager and project owner of Project1. Owing to their 
influence on the first two Units of Analysis, the rationale of their behaviour is naturally 














  141/ 299 
6.2 Unit of Analysis: User 
The users of the final project outcome are the IT service delivery employees of the three 
HUBs and the IT service delivery employees of the EMEA countries. In total 18 
countries with 22 data centres are in scope of this project. The integration of the users 
should have been achieved by the participation of the management of the users, namely 
the CEOs of the three HUBs and the CIOs of the EMEA countries. This would have 
added 18 CIOs to the STC meetings, which was assessed as an overload for an effective 
decision making board. Therefore, the EMEA countries were grouped into three regions 
with one representative for each region in the STC. However, one exception was made. 
Due to their experience and special knowledge in outsourcing deals, two CIOs were 
invited additionally to participate in the STC meetings. The STC was rounded off with 
three CEOs of the HUBs. In total, eight managers represented the interest of the users in 
the STC board. 
 
Two stakeholders from this stakeholder group were selected for assessment in this study 
on the grounds of their institutional power. These two stakeholders represent over 50 
per cent of the users in the involved countries. In other words, these two stakeholders 
represent the IT support employees in these countries, which are responsible for 
supporting the business, which generates over 50 per cent of the revenue in EMEA 
(without Germany). Furthermore, they were selected because of their regular 
participation in the STC meetings, their active contribution to discussions and their 
strong informal position among the CIOs’. Finally, their selection is due to the fact that 
their behaviour profoundly shaped the course of the project, which in turn generated a 
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6.2.1 Resistance of the Unit User 
This section presents how User01 and User02 expressed their attitude toward the 
project.  
STC Meeting on 27th August 
The STC meeting in August was a videoconference. User01 was on vacation on that day 
and called in for a limited time. Due to the lack of video conferencing facilities, he was 
only on a voice call. For User02 this day seemed a regular working day and he was 
present throughout the conference despite his physical absence.  
 
The atmosphere of the meeting was seemingly good, even though the agenda was 
apparently not followed precisely and some issues such as the 10 per cent savings and 
project scope were discussed several times during the meeting. Only the discussion 
about the moderator of the project status for the next CIO Forum EMEA produced 
interesting behaviour. After Owner had asked for a volunteer, User01 accepted the task 
to present the project status at the next CIO Forum EMEA. Immediately after User01 
had accepted this task, a discussion followed, during which User01 suddenly claimed 
that he could not do it. User02 joined the discussion and both argued that they were 
either too busy or that they could only read the status from the paper, but would not 
need to know any details. These arguments were dispelled by Owner, who wanted to 
convince one particular STC member to give this presentation. Finally, Owner was 
successful in convincing User01 and User02 to present the status of the project together.  
STC Meeting on 14th October 
The second STC meeting took place on 14th October. Already during the informal part 
User01 started to criticise the project, which escalated into rejection of the contract 
renewal for Resource02. User08, who already had described his position concerning the 
renewal to PM, explained to User01 that he could not see any problem with the renewal 
of the contract as long as it stayed within the budget. User01 seemed not impressed and 
still wanted to know more details about the role of Resource02 in the project before the 
contract was to be renewed.  
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Apparently, User01 did not remember that Resource02 had presented the SLA and FC 
status in the STC meeting in August. Later on, during the absence of User01, PM 
started the discussion on the contract renewal again. In this discussion User04 and 
User02 joined the position of User08. At this time User01 was still out of the room and 
was not present when PM announced that they had an agreement. PM wrote down this 
agreement in the meeting minutes. After User01 had received these meeting minutes, he 
replied that he did not agree. Regardless of User01’s discontent, PM was successful in 
renewing the contract of Resource02 based on the agreement found in the STC meeting 
with the other users.  
 
Concerning the renewal of the contract for Resource02, User02 did not act 
conventionally. Despite this type of behaviour, User02 expressed his negative attitude 
during another discussion mentioning that he was upset that so far he knew nothing 
about the FC. Furthermore, User02 expressed his discontentment in the project by 
claiming that other STC members also were not convinced of this project.  
STC Meeting on 5th November 
In the following STC meeting, User01 and User02 continued to express their 
discontentment with the project, which resulted in two sharp disputes with Owner. At 
first, User01 had a dispute with Owner, which User02 then continued. In detail, they 
explained that they had never agreed to the underlying figures, did not understand the 
project approach of local CIO, who did not ask for the operational concept behind the 
FC, and above all were missing detailed information. In this context, the detailed 
objectives and the general project approach were discussed as well.  The second 
discussion focused on required approvals of all involved countries, which had not been 
available so far. In this STC meeting, User01 and User02 repeatedly informed Owner 
that they had not agreed to the underlying figures in the first BC, and that they were not 
in agreement with the project process due to the lack of operational concept, and last but 
not least that they had neither agreed to the SLAs nor the included pricing model. 
Furthermore, User02 warned Owner several times that without his explicit agreement in 
form of a signature, no agreement could be made.  
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As feedback in reference to the meeting minutes of this STC meeting, User02 sent an 
email to the project team claiming that the pricing model in the BAFO was not 
sufficient and anyway nothing was agreed upon. Directly after the STC meeting, the 
interview with User01 was scheduled. In the interview, User01 explained why the 
numbers were not acceptable and the story behind the pricing model, which was 
apparently still part of the FC and that the new PM02 would have to solve this issue 
with all concerned. 
STC Meeting on 2nd December 
The 2nd December STC meeting proved this prediction right. During this meeting 
User01 and User02 explained that they would not accept the current BAFO and SLAs 
referring to the underlying figures and pricing model. The pricing model was scheduled 
to be discussed after lunch. User05, the task owner, explained by means of a 
presentation why the currently named user pricing model did not fit the requirements. 
User05 was then the CEO of the Region2 HUB, which was located in the country where 
actually User02 was the CIO. As the CIO of this country37, User02 had a higher position 
than User05 – being the CEO of a new department, which was set up as an independent 
legal entity. Apart from the superior institutional and political power of User02, he was 
also the customer of User05. Therefore, the involvement of User02 in the process of 
preparing these slides and arguments, to present the view of User02, had to be expected. 
During this presentation, User02 proved this expectation to be true by stressing exactly 
the same issue again. These meeting minutes listed the concerns of User01 and User02 
for the first time. As a result of this meeting, a workshop was set up to discuss the 
pricing models and other details with the users.  
STC Meeting on 16th December 
This STC meeting was scheduled one day after the milestone signature of the FC was 
due, which was though not successfully completed. The agenda and presentation of this 
meeting focused on the workshop outcome concerning the pricing model, which was 
planned to be modified as requested by the users.  
                                                 
37This country was the second largest EMEA country measured by its revenue. 
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User02 was not present at this meeting, however, User01 was, and still, even when 
attempting to deploy a new pricing model, expressed his discontent toward certain 
issues, such as the lack of detailed DD outcome analysis.  
 
In reference to the identified six forms of unconventional behaviour by Analoui (1995), 
it can be assumed that User01 and User02 expressed their non-compliance in the form 
of non-cooperation. From the beginning of the observation, User01 and User02 had 
expressed their discontent in various forms. The presented evidence illustrates a 
selection of non-cooperation situations: 
 
• Trying to avoid presenting the project status to a wider audience,  
• rejecting a contract renewal,  
• criticising project processes,  
• having never agreed to, for instance, the underlying figures for the FC, 
• being unwilling to agree to the FC in specific matters and  
• insisting on a new pricing model.  
 
Furthermore, they warned Owner that only their signature symbolized their agreement 
and that no other action could be interpreted as a sign of their compliance. 
6.2.2 The Impact on the Project Outcome 
As from the initial stage of the field observation, the signature phase of the frame 
contract was seen as the major milestone in the project. This milestone was also the 
gateway leading the project planning phase into the project execution phase. The 
original due date of this milestone was 30th April, which was postponed three times 
until it was set to 30th September. During June and July this milestone was postponed 
again, this time to 15th December. The following Table 3 outlines in which way this 
milestone, which was also the final milestone of the project planning phase, was 
postponed. 
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Owing to the lack of a well-balanced project plan, the attention and expectation of the 
project stakeholders, including the central board of directors, focused solely on this 
particular date. This milestone ‘sign off FC’ created a lot of pressure on the team from 
the central board of directors, which became obvious during a meeting on 26th 
November. The meeting was initiated by PM03 to convince Owner to postpone this 
milestone again. However, Owner knew that he had to deliver a signature on this date, 
otherwise he would have had to face personal and professional consequences. This 
seems the reason is why even a joint request by PM02, PM03, PMmgr and Advisor01 
could not persuade Owner to postpone this milestone again. Between August and 
December, the intensity of non-cooperation of the Unit Users continuously increased 
and led to escalations, which obviously required additional time to be dealt with. During 
this period, the DD was executed and, simultaneously, the FC negotiations started, 
which also caused certain issues, which again required additional time. All in all, the 
delay of the milestone ‘sign off FC’ until December was not only caused by the non-
cooperation of the Unit Users, but by the many issues present in the project at this point 
in time - such as the lack of final detailed DD outcome, a completed list of SLAs and 
completed contract negotiations. The Unit User actually only contributed partially to the 
delay of the signature until 15th December. 
 
 
Table 3) Project Life Cycle of Project1 
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On 15th December, the frame contract was still not signed. Contrary to the delays 
earlier, this delay was undoubtedly a direct result of the non-cooperation of the users. 
Already at an early stage in the project initiation phase, the users had criticised the user 
based pricing model. From November onwards this resistance towards the suggested 
user based pricing model was recognised and actively dealt with. A workshop was 
initiated to discuss the pricing model, with the result that the suggested user based 
pricing model was replaced with a consumption based pricing model. Therefore, the FC 
with the user based pricing model was not signed as planned on 15th December. 
Consequently, Owner was forced to officially postpone the milestone ‘sign off FC’ 
again to integrate the new consumption based pricing model. The final meeting minutes 
of the STC on 16th December and the slides used for the next STC meeting clearly 
confirm this decision. Of course, issues such as the lack of the final DD outcome, a 
completed list of SLAs or completed contract negotiations were still present, however 
these issues did not force the signature date to get postponed. The possibility to sign an 
FC without the final DD detailed outcome, a complete list of SLAs and the completed 
contract negotiations was discussed between Owner and Vendor01, because Vendor01 
and Vendor02 suffered the same pressure coming from the central board of directors. 
The idea was to sign off the FC based on the details of the BAFO, and with the 
objective to avoid losing the face by postponing the milestone ‘sign off FC’ even 
further. The necessary details would have been delivered later on. This solution had 
already been practised in another project before, as Internal04 reported. The only 
difference between now and the project before was the interference of the users, who 
did not agree to the user based pricing model and therefore to the FC. As a consequence, 
owing to the non-cooperation of the users, it was politically not possible for Owner to 
deliver a signed FC, which was based on the BAFO. Therefore, the delay of the 
milestone ‘sign off FC’ on 15th December was clearly a result of the non-cooperation 
within this Unit of Analysis. The STC slides of 13th January list the new date for this 
milestone as to be defined.  By 15th March +01 the new consumption based pricing 
model had arrived at a stage to get presented to a wider audience. Later on that year, the 
FC was still not signed, the central board of directors decided to set up a new project 
with a wider scope, wherein Project1 was integrated as one out of four technical areas in 
one of three sub-projects. The new project manager, responsible for the sub-project 
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wherein Project1 was integrated into, was briefed on the consumption based pricing 
model by PMmgr on 26th October +01. Finally, the FC was signed on 30th June +02. 
 
In summary, owing to the resistance of User01 and User02 the project was delayed by 
another 10 months until the project was integrated into another project. From this point 
in time on, Project1 and the initiative SAVING did not exist anymore - as was planned 
and guaranteed. The resistance of the Unit Users profoundly shaped the course of the 
project. Signs of non-cooperation were present from the beginning of the observations. 
Starting with the threat that without a signature no agreement could be given, the 
discontent of the users became obvious. This discontent of not accepting the user based 
pricing model until 15th December was finally the reason for another delay - a delay 
that was noticed by the central board of directors. Besides the organizational effect in 
form of wasting time, affecting the participants psychologically - which moreover also 
had to participate in the new project - or the financial consequence of wasting a 
substantial amount of EBIT, even human resource effects were observed: PM and 
ProgMgr left local CIO for another position within the operating company, Initiator had 
to leave the cooperation in March +01 and the work contract of Owner was not renewed 
in June +01 with the effect that he had to leave the cooperation as well.  
6.2.3 Template Analysis of the Motivation of Unit User 
The construction of explanation follows the Integrative Model with the four intrinsic 
rewards (Thomas and Tymon 1997). Two of the intrinsic rewards, the sense of 
meaningfulness and the sense of progress, are gained from the task purpose, however 
the remaining two intrinsic rewards, the sense of choice and the sense of competence, 
from the task activity. Each intrinsic reward is defined by five building blocks, which 
may deliver an explanation, how the stakeholders perceive the intrinsic reward. The 
following summary provides insight into how the two users perceived the building 
blocks and Integrative Model why they displayed their specific, individual behaviour. 
As discussed in the Chapter Motivation, the project manager has to create an 
environment that allows the project stakeholders to motivate themselves. For this 
purpose the project manager deploys the tools and techniques deriving from the 
described ten project management knowledge areas. Due to the limitation of time and 
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resources as well as the explicit and implicit knowledge of the project manager, these 
tools and techniques may be deployed in various forms. The result is a unique project 
environment, which ideally should provide the four intrinsic rewards for all project 
stakeholders.  
 
The Tables 14 and 15 in Appendix F provide an overview of how User01 and User02 
perceived the building blocks. These Tables show that both users perceived the building 
blocks in a similar way. Despite their similar perception, the way in which User01 and 
User02 self-expressed their discontent at work appears to be different, presumably 
depending on their individual personality. The following observations, which apparently 
contributed to their perception of the building block ‘Building a Non-Cynical Climate’, 
indicate their different personalities: 
“… Without a clear start, User08 started to criticise the decision making 
process in the Project. User01 immediately joined to criticise the project 
and said: “The emotional discussions in this project do not lead anywhere. 
Only to the result that we will waste another million and, additionally, the 
people involved will be kept busy instead of working on productive tasks.” 
User01 continued and said with a cynical laugh at the end: “From the 
standpoint of Initiator this does not matter – whether he will save XX 
million Euro or only XX million Euro.” Furthermore User01 added: “The 
work for Project1 can become more difficult.” Again with a cynical voice, 
he said: “I am very optimistic about this project and we have never been so 
far.” …” 
 (eth-031014-stc, p. 2) 
“… The discussion continued until User01 asked: “Where are the 
documents for this meeting?” PMtech, who knew that User01 asked this per 
email before, said that they will be delivered. User01 replied cynical: “Now 
I am relieved because I was diligently looking for them.” …” 
 (eth-031014-stc, p. 3) 
“… User02 asked PM: “Is it true that Vendor-Company01 had agreed to 
book a 10 per cent discount retroactively and do we have the signature for 
this?” PM answered: 
Tomorrow CIO and Vendor-Company01 will sign the LoI which includes 
the retroactively booking of 10 per cent.” User05 did not know this and 
asked for details. After excusing himself that he is not the expert in this 
subject, he criticised the approach. User02 added: “We left the level of 
seriousness already.” User01 in his cynical way said: “Sorry, wanted to be 
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professional.” User02 and User01 laughed. User02, who asked about 
details of the 10 per cent promise, now gave away some information: “My 
view is that Vendor03 said yes and now it is his problem.”  
(User02 knew more.) The following discussion showed that especially 
User02 and User01 did not agree to the approach …” 
 (eth-031014-stc, p. 6) 
“… User03 replied: “That is risky if they have delivered or will.” PM03 
added: “We will lose. Last week I have seen that Vendor01 has a paper for 
everything.” User02 joined the discussion and recommended: “Decide who 
is guilty and what to do.” …” 
 (eth-031202-stc, p. 8) 
In contrast to User01, User02 seemed to be in control of his temper. Furthermore, 
User02 was a Politician who was seemingly more selective about his contributions. 
Compared to User01, User02 did not contribute colourful remarks to the discussions, 
and also tended to stifle the positive atmosphere by dry comments or jokes shared with 
User01 about Project1. The following Template Analysis aims to show how the above-
mentioned stakeholders perceived the building blocks based on their individual self-
expression. Out of four possible rewards only the sense of meaningfulness is perceived 
by the users. In other words, the project itself has a meaning for User01 and User02. 
The positively perceived meaningfulness explains why both users attended the STC 
meetings frequently and continuously contributed value. Otherwise, without the reward 
of a sense of meaningfulness, this participation would not have been likely for these two 
personalities. Both users would have found sufficient reasons not to attend the STC 
meetings. Even if they were forced by a member of the central board of directors to 
attend, their contribution of value would probably have been non-existent. Derived from 
the sense of choice, which was not supported in the project, User01 and User02 had the 
impression that their contribution of value was not requested. Nevertheless, derived 
from the meaningfulness of the project for them, they tried as much as possible to 
contribute - even while lacking all building blocks of the sense of choice. The presented 
evidence demonstrates that User01 and User02 simply wanted to have the freedom to 
make intelligent choices. That is why they, for example, continuously asked for more 
information and also warned Owner and PM to accept their authority - otherwise they 
would not have given their signature, which was the only and necessary form of 
agreement from them. 
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This lack of a sense of choice also contributed to their decision that the user based 
pricing model was seen as not appropriate and a consumption based pricing model had 
to be defined. This decision was made with only a limited amount of information 
available and on an unclear purpose. As discussed above, the self-expression of 
discontent at work has to be understood as the individual’s own rationale for behaviour. 
In this case, the discontent of User01 and User02 expressed toward December’s pricing 
model was seemingly based on their rationale that they could not accept the suggested 
pricing model. In their view, the consumption based pricing model was essential for the 
delivery of future savings as required by the central board of directors in order to 
provide the flexibility necessary for their operational business. From this point of view, 
the behaviour of User01 and User02 becomes rather evident and therefore the ‘why’ in 
the complete picture for this Unit of Analysis can be seen as answered. 
 
Whereas the sense of choice was lacking in all building blocks, the sense of competence 
was supported by the building blocks ‘Providing Knowledge’ and ‘Managing 
Challenge’. The building blocks ‘Providing Appreciative Feedback’, ‘Recognising 
Skill’ and ‘Fostering High, Non-Comparative Standards’ were apparently not perceived 
by the stakeholders and, as a result, a sense of competence was not felt by User01 and 
User02 in Project1. One ingredient, required in project management, is ‘Fostering High, 
Non-Comparative Standards’, which is a project plan with an adequate number of 
milestones that can be traced to measure the progress of the project, and also be utilised 
to show improvements (PMBoK© 2008). Owing to the lack of an appropriate project 
plan, the building blocks ‘Tracking Milestones’, ‘Celebrating Progress’ and ‘Measuring 
Improvements’ were not created in this project. Furthermore, the lack of progress and 
the organizational culture of ‘Scapegoating’ contributed that a collaborative climate was 
not fostered. In a nutshell, a sense of progress could thus not be felt by the stakeholders. 
It appears that the collected evidence in form of the observed behaviour, collected 
documents and interviews deliver the symptoms for this picture. Together with the 
presented resistance, a human-centred philosophy serving as an underlying cause 
explanation may be able to provide a logical and complete picture of the situation. With 
this comprehensive picture the rationale of User01 and User02’s behaviour becomes 
transparent. Owing to feeling of a sense of meaningfulness, their active participation 
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could be explained. The feeling of a sense of choice, competence and progress was 
missing, which seems to explain their rationale for criticising Project1 in various parts - 
and finally escalating into the rejection of the user based pricing model. 
6.2.4 Discussion 
In this Sub-chapter, the stakeholder group users were identified to have an important 
impact on the project success of Project1. Referring to the introduced project risk 
research studies, several studies (Remenyi and Sherwood-Smith 1999, Jiang et al. 2000, 
Jiang and Klein 2001, Riggle 2001) include either the view of this stakeholder group or 
recommendations, which focus on this particular stakeholder group. Assuming the 
applicability38 of these studies for the unit User in Project1, these recommendations 
could support the solution of the underlying cause - as discussed in the previous 
Chapter.  
 
Riggle (2001), referring to the ‘Chaos Report’ from the Standish Group, argues that “at 
the heart of the communication problem is the fact that business users understand their 
business at the business process level while data warehouse developers mostly 
understand it in terms of data structures. Obviously, a solution must address this dual 
view.” (p. 41). In his view, communication - in other words the way how information is 
exchanged - has to be improved. This appears to be based on the assumption that a 
requirements failure is present which can both be (a) user-centred or (b) developer-
centred. It would seem that the Project1 users knew the global objective and would have 
appreciated the project outcome. However, the project approach remained unclear due 
to the lack of providing information, and not because of the lack of understanding. In 
fact, User01 and User02 had a strong technical understanding and the lack of 
information had been clearly communicated. A developer-centred misunderstanding 
between the business stakeholder, represented by the users, and the developers, 
represented by local CIO, was seemingly also not the case. It can be assumed that local 
                                                 
38All the listed project risk research studies focus on information system (IS) projects or information 
technology (IT) projects but in each and every case they do so with a different technical focus e.g. 
software development, data warehousing, data centre consolidation by means of server consolidation. 
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CIO intentionally did not provide detailed information. In other words, in Project1, a 
communication problem did not exist. In other words, the project users apparently did 
not know what had to be produced and moreover did not understand the business 
requirements. The findings support the writer’s view that even communication in the 
form of providing information and a clear purpose would not have changed the users’ 
perception in Project1 in regards to the four intrinsic rewards. Of course, the building 
blocks - providing a clear purpose and additional information - would have certainly 
contributed to the process of making more informed choices, however, the remaining 
three building blocks - necessary for having the freedom to make choices - would still 
be lacking. As a result, even if Riggle’s (2001) recommendation that users should have 
a detailed technical understanding had been put into practise, the negatively perceived 
three intrinsic rewards would most likely not have changed.  
 
Jiang and Klein (2001) discovered that the most frequently used application to avoid 
risk is to “obtain users’/managers’ participation and commitments and to institutionalize 
system use” (p. 8). Based on this finding they conclude that “risks involving the 
technical and budgetary aspects of the project are controlled via an early job of selling, 
participation, and commitment mixed with training and ongoing support” (p. 8). In view 
of this, the question arises whether the escalation of, for instance, the pricing model 
could have been avoided in Project1 by merely following these recommendations. The 
users actually perceived a sense of meaningfulness, and it seems that a project-selling 
job would not have contributed to solving this situation. Furthermore, the fact has to be 
considered that the users that participated in Project1 appeared on a regular basis in the 
STC meetings and showed their commitment by contributing their opinion. This 
commitment to Project1 was over time replaced with critique on various issues, which 
finally resulted in the rejection of the suggested pricing model. Accordingly, no more 
than a change in the attitude toward commitment of the users in Project1 could be 
identified. These findings are evidently supported by Jiang and Klein’s (2001) 
recommendation that a commitment had to be maintained. Despite this general 
recommendation, in this field study, the suggested mix of activities such as training and 
                                                 
Nevertheless, the involved stakeholders are seen as typical because these stakeholders would also 
participate (with their respective behaviour) in different technical IT projects. 
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ongoing support evidently could not improve User01 and User02’s sense of choice, 
competence or progress. In conclusion, Jiang and Klein’s (2001) recommendations may 
improve the overall situation of the operating company, however seem rather limited 
and therefore may not be able to prevent the user related escalation as experienced in 
Project1.  
 
In Jiang et al.’s (2000) study, 66 per cent of the surveys were completed by “important 
IS positions - project leaders, IS managers, or IS executives” (p. 5), and concluding - 
quite similar to Remenyi and Sherwood-Smith’s (1999) the findings - that a consensus 
between various stakeholders has to be found in order to find an agreement. Among 
these various stakeholders are most certainly also the users of a project. In contrast to 
the study mentioned above, the recommendations here include clear tasks such as 
updating and involving, maintaining contact to ensure compliance, participation in 
evaluation and decision making. Of course, all these tasks are of help when trying to 
find a consensus between the various stakeholders and thus supporting a successful 
project execution. Taking into consideration this general recommendation to find a 
consensus between the various users, this would have meant to execute all 
recommended tasks and thus to satisfy the articulated as well as the non-articulated 
needs of the users. This may, for instance, include installing a proper project 
management system, providing extensive information, discussing all open issues and 
increasing participation in the decision making process. From a theoretical point of 
view, if all the recommendations were executed correctly, they would have presumably 
improved the perception of the intrinsic rewards. However, it is evident that the 
limitation of Project1’s resources does not allow the execution of all suggested tasks. 
Consequently, the recommendations proved to be far too numerous as well as general to 
solve the underlying cause – the problem – that seems to affect the unit User.  
 
The study’s central hypothesis is, that to strive toward answering the research question 
‘why IT projects fail’, all aspects of the problem have to be assessed. In view of this, 
with the help of the Comprehensive Problem-solving Picture (Figure 1) evidence for the 
underlying cause explanation needs to be collected to provide recommendations that 
may improve the IT project situation. It can be assumed that by looking through the lens 
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of motivation an underlying cause explanation can be found, which may provide a better 
understanding of this complex situation. The discussion of the unit User in this Chapter 
indicates that this better understanding may contribute to the current project risk 
research debate, as it seems to provide an answer the second research question of this 
study (as presented in Chapter 1). 
6.3 Unit of Analysis: Vendor 
In comparison to the Unit Vendor, the Unit User presents the view of the direct 
stakeholders, which are expected to utilize the project outcome. The selected two 
stakeholders User01 and User02 were attending STC meetings, a decision board, but did 
allegedly not contribute actively to Project1. Active work in this context means 
executing operational tasks for Project1, which may contribute to achieving the project 
objective. During the analysis of the Unit User, evidence was obtained showing clearly 
that both users complained that the STC was a decision-making board and not a 
workshop. This appears to be the reason why User01 and User02 sent representatives to 
the workshop pricing model, who took over the operational tasks. In view of this, the 
Unit Vendor intends to provide insight into to what extent the behaviour of the two 
contribution stakeholders may have influenced Project1. Vendor-Company01 was 
selected after the procurement process. The interest of the vendor is supposed to close 
the deal with the operating company, however the project has also to be executed 
focusing on the goal of generating the expected profit. Although ultimately no contract 
was signed with Vendor-Company01, all other competitors were dismissed and the 
decision taken was solely communicated within the operating company.  
 
The two main representatives of Vendor-Company01 are Vendor01 and Vendor02. 
Surprisingly, even though more than 50 resources work on Vendor-Company01’s 
Project1, only a few of them were frequently presenting at and joining in meetings. For 
example, PMtech-Vendor01 occasionally participated in both the ‘jour-fixe’ and the 
technical meetings for the DD, but s/he did not join the contractual meetings during 
which details of the FC or SLAs were discussed. Vendor01 and Vendor02 were selected 
for this Unit’s assessment for various reasons. Firstly, for their external view on 
Project1 – Vendor01 and Vendor02 were not working for local CIO. Secondly, for their 
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participation in the ‘jour-fixe’ and other meetings, which offered sufficient time for 
field observation. Thirdly and finally, their behaviour profoundly shaped the course of 
the project, which in turn generated a high level of interest in the reasons for their 
behaviour. 
6.3.1 Resistance of the Unit Vendor 
From Vendor-Company01’s perspective, Project1 was indeed a very important project.  
Firstly, Project1 covered major European countries and thus Vendor-Company01 
expected that a world-wide rollout was to follow. This assumption was actually realistic 
and Vendor-Company01 was eventually asked to work on a world-wide solution. In 
addition, Vendor-Company01 was asked within this following initiative to create a 
complete IT outsourcing solution for the operating company - not only SAP data 
centres. Secondly, this project had presumably a high visibility in the market in respect 
to other global players and, in general, a successful project execution is expected to 
have a valuable marketing effect for other large corporate groups which may have also 
plans to outsource their IT section. Thirdly and finally, Vendor-Company01obviously 
did not want to lose this major client, because the majority of data centres involved were 
already operated by Vendor-Company01.  Hence, losing the operating company as 
client, would have meant endangering the future of these data centres. As a result, the 
representatives of Vendor-Company01 including Vendor01, a senior experienced key 
account manager, and Vendor02, the head of the contract department of Vendor-
Company01, were asked to successfully close the contract and to execute the project.   
 
Except for the specific behaviour patterns occurring within the organizational culture - 
which were described in Chapter 5 - no obvious manifestation of discontent toward 
work procedures could be observed, neither in the STC nor during the JF meetings. Of 
course, their situation as vendors who wanted to sell, did not allow strong 
manifestations of discontent in presence of their key clients. Furthermore, considering 
that Vendor-Company01 was owned by the operating company and therefore the central 
board of directors presumably would employ finger-pointing in the case of project 
failure, any measure had to be taken to avoid such reactions.  
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Nevertheless, it can be suggested that even when trying to conceal the feeling of 
discontent below the surface, a discontent, if present, would result in a behaviour 
patterns, which can be observed and evaluated academically. This behaviour may not be 
a visible self-expression such as observed with User01 and User02 - who were actually 
verbally fighting to be right - however, certain conclusive actions can be executed in the 
background. Regardless of the type of self-expression, the expression of discontent at 
work is bound to have a deep effect on a project. Therefore, in order to achieve a greater 
insight into these dynamics, the evaluation of Vendor01 and Vendor02’s behaviour has 
to be examined in consideration of the observed effects on the outcome of Project1.  
Letter of Intent (LoI) 
On 30th April, the operating company selected Vendor-Company01 as the vendor for 
Project1. As a consequence of this decision, the remaining vendor, Vendor-Company06, 
was dismissed, and the operating company communicated this decision via the standard 
boards to the national CIOs. Despite this message, Vendor02, the head of the contract 
department of Vendor-Company01, wanted to sign a LoI with local CIO. During the 
interview with Owner, Owner explained why he did not want to sign a LoI and, even if 
he had to sign a LoI, why this was not legally binding from his perspective. 
Nevertheless, even Owner, seemingly a strong personality who was supported by 
Initiator, was apparently forced to provide a signed LoI against his will. Owner’s 
approach to this was to proceed with the preparation of the LoI template and to give PM 
and ProgMgr the strict order not to accept any changes. On 5th August, after the JF 
meeting, this LoI template was discussed by Vendor02, PM, ProgMgr and Contract02. 
In this meeting, Vendor02 apparently gave the impression that he felt offended by 
Owner’s LoI template - Vendor02’ s feeling of disappointment is clearly reflected in the 
extensive feedback to the LoI.  
 
Subsequently, Vendor02 arranged a top management meeting with Owner and 
Vendor03 with the objective to modify the LoI template including various essential 
aspects. This meeting was held on 8th September. In this meeting Vendor03, the 
manager of Vendor02, made it clear that the CentralDirector01 had clearly different 
expectations and was also his mentor. After the meeting Owner was willing to agree to 
the modification of the LoI template. It is obvious that mentioning the relationship 
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between Vendor03 and CentralDirector01, who had become the new manager of 
Initiator, was very helpful. The integration of the modifications was managed between 
Vendor02 and PM following this meeting. Interestingly, the willingness of Owner to 
cooperate improved even more after a meeting with CentralDirector01. This meeting 
was also arranged by Vendor02 via Vendor03, who had informed CentralDirector01 
about the LoI situation. As a result, CentralDirector01 requested a meeting with Owner 
and Initiator on 23rd September, which presumably contributed to the changed attitude 
of Owner to accept a negotiated LoI.  
 
Finally, the modified LoI was scheduled to be signed in a meeting on 15th October. Of 
course, Vendor03 was invited to this meeting as well. The day before this signature-
signing meeting Owner again expressed his discontent with the situation, and even 
when signing the LoI Owner expressed his discontent by asking to replace his name on 
the LoI. Regardless of the question whether the need for a LoI was justified or not, 
Owner did obviously not want a LoI. Therefore, a LoI was originally not part of the 
project. Vendor02, on the other hand, clearly wanted a LoI. After 6 months, Vendor02 
was actually successful in signing a negotiated LoI. For this purpose Vendor02 initiated 
certain actions in the background, such as the involvement of Vendor03 and 
CentralDirector01, who finally forced Owner to sign a negotiated LoI. Only due to 
Vendor02’s resistance, in form of non-cooperation, time and effort had to be invested to 
sign a negotiated LoI. In other words, Vendor02 self-expressed his discontent about the 
lack of a LoI by means of initiating corresponding activities in the background.   
Restructuring Costs 
By definition, the restructuring costs include all expenses necessary to change from the 
current organizational structure to a service-oriented structure, for example, the over-all 
project expenses and the cost of shutting down the data centres. These restructuring 
costs were requested to be quoted separately from the service prices. It was clear that 
Vendor-Company01 would comply and thus the restructuring costs were listed 
separately from the prices per service as requested. During the interview Owner 
explained that everybody would have to cover their own costs; Owner addressed clearly 
Vendor-Company01. Owner argued that this was acceptable because everybody 
belonged to the same company. Therefore, the local CIO’s presentations did not include 
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the Vendor-Comany01’s restructuring costs, which would have probably decreased the 
RoI. The restructuring costs were frequently discussed during the JF meetings, 
including in the JF on 3rd August, where PM told Vendor01 that everybody had to 
cover their own cost. In the meeting minutes this information was noted: “Costs for Due 
Diligence: Each organization will cover its own costs.” (pmm-jf-030819-jf_mm, p. 1). 
Interestingly, neither during the meeting nor after receiving the meeting minutes, a 
disagreement was communicated by a representative of Vendor-Company01. This 
situation did not change until the very last JF, the one before the LoI had to been signed. 
So far, the issue had been raised frequently and thus the importance of the restructuring 
costs for Vendor-Company01 becomes obvious. In fact, in the JF meeting after the 
signing of the LoI, Vendor02 explained that Initiator agreed that local CIO would take 
over the restructuring costs for the data centres, which are owned by the operating 
company. Compared to the overall restructuring costs, which included the overall costs 
for the project including the DD as well as the restructuring cost for the remaining data 
centres, this seemed obviously a small contribution from local CIO. This contribution to 
the restructuring costs was actually the result of a discussion between Vendor03 and 
Initiator, prior to the meeting when the LoI was signed. Apart from this exception, the 
LoI defines that “each party shall bear its own – internal and external – costs connected 
with the negotiations and the other measures (e. g. Due Diligence) as mentioned in 
Clause 1.1 above.” (doc-cont-030912-loi_v10, p. 3). The project continued without any 
further discussion about the restructuring costs. This changed suddenly at the end of a 
meeting when the conditions for the final frame contract were discussed. Vendor02 
informed PM and Contract02 that he would raise this issue with the central board of 
directors. One month later the field observations ended and therefore, one year later, a 
second interview with Vendor02 was arranged, where Vendor02 elucidated the outcome 
of this process. Vendor02 explained that finally only the restructuring costs were not 
decided upon open and this issue had escalated up to the central board of directors. The 
decision of the central board of directors was to terminate Project1 and instead to 
integrate the data centre consolidation into another project. Another discussion with 
Owner confirmed this story and Project1 was in actual fact integrated into a new, larger 
initiative as a sub-project. 
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Despite Vendor-Company01’s signature on the ‘forced’ LoI, which included a 
regulation for the restructuring costs, this issue was apparently never solved. Even 
though having come to an official agreement, Vendor02 expressed his discontent by 
discussing the restructuring costs again and finally escalating this issue up to the central 
board of directors. Obviously, Vendor02 was again supported by Vendor03, who finally 
was in the position to raise this issue up to higher management level. Owing to the 
resistance of Vendor02, the signed agreement in the LoI was modified in favour of 
Vendor-Company01. 
Political Resistance 
Vendor03 was the manager of Vendor02 and did not actively participate in Project1. 
The participants of the JF meetings did not have the necessary authority to negotiate and 
sign a LoI. PM and ProgMgr were only acting on behalf of Owner. Therefore, 
Vendor02 had to find a way to schedule a meeting that Owner may actually attend, and 
therefore Vendor02 also invited Vendor03. Vendor03 held a key managerial position, 
which made the meeting important and, as a result, Owner agreed to attend this high-
level LoI meeting. When signing the LoI, Vendor03 asked questions, which made it 
clear, that he did not know the content of the LoI. Therefore, prior to the LoI signing, 
Vendor02 explained several details to him presumably in order to prepare Vendor03 for 
this meeting. Furthermore, the occurrences in year +01, which Vendor02 reported in the 
second interview, lead to the conclusion that Vendor02 had an active part in this 
process. Vendor02 provided the necessary information and most likely also suggested 
the required next steps to Vendor03. In other words, Vendor02 was self-expressing his 
discontent by initiating certain actions in the background. The actions themselves - such 
as the internal communication between Vendor02 and Vendor03 prior to the high-level 
LoI meeting - were not observed, but the high-level LoI meeting was attended and 
evaluated by the researcher. Based on the fact that Vendor03 apparently had been 
informed by Vendor02 about the details of Project1, the particular attitude of Vendor03 
certainly allows drawing a conclusion about the attitude of Vendor02 towards Project1. 
During the aforementioned high-level LoI meeting, Vendor03 told everybody what he 
thought about the project. In his view only 50 per cent of the projected savings could be 
achieved, which seemed still considerable. As a consequence, even Vendor02 
seemingly did not believe in the project objectives to save a certain amount of costs for 
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the operating company anymore, which he confirmed in the second interview. In 
reference to these observations and the organizational ‘finger-pointing’ culture, the 
anticipation that Vendor02 most likely would have initiated more such tasks in the 
background to protect himself and his colleagues against the imminent blaming actions - 
in case Project1 would not deliver - seems quite realistic.   
 
All in all, it is evident that non-cooperation as a result of Vendor02’s self-expression of 
discontent created resistance, which finally escalated this issue up to the central board of 
directors.   
Due Diligence (DD) 
The DD is divided into two parts. The first DD included two countries. Based on this 
information Vendor-Company01 and Vendor-Company06 should have been able to 
finalise their BAFO. Shortly before the decision, this DD was completed. The second 
DD started afterwards. In short, the objective was to deliver all technical information 
necessary to negotiate and sign the FC.  
 
Vendor-Company01 estimated three months to complete the second DD in the BAFO. 
By the end of April, Vendor-Compan01 had been selected as the vendor for Project1 
and the time line had been adjusted accordingly as the project status reports from 9th 
May shows. In this project status, the second DD was planned to be executed between 
June and August, and after the required preparations in May. Followed by the FC 
negotiation in September, the milestone ‘sign-off FC’ was due on 30th September. The 
responsibility and the task of a complete project execution of the second DD was upon 
Vendor-Company01. Owing to missing preconditions, the DD was delayed - as the JF 
meeting minutes from 15th July report. On 29th July, the DD country kick off meeting 
started the DD officially. Vendor-Company01 provided a DD project timeline soon after 
on 5th August. In this timeline the rough dates for the two visits per country are listed, 
but detailed tasks and responsibilities were clearly missing. A second draft of this 
document with further or updated details was not delivered. Instead, a different layout 
was presented later on - a simple slide showing four working teams and their planned 
first visits. In this report, the first country visits had already quietly been postponed by 
several days.  
  162/ 299 
Regardless of PMtech-Vendor’s promise that the DD would be completed by 30th 
September as well as the availability of a DD team of 89 team members, nothing 
happened until the DD evaluation was due. In the JF meeting on 10th October, 
Vendor01 was not able to present the DD outcomes. Instead Vendor01 presented some 
slides, which explained the first delay of 55 days by “operational issues on both sides” 
(eth-031010-jour_fixe). By taking on this approach, Vendor01 presumably intended to 
avoid the expected ‘finger-pointing’ and was able to lead the discussion into another 
direction. Despite the fact that no DD evaluation was ever presented, Vendor01 
promised that this delay would not influence the ‘sign-off FC’ milestone on 15th 
December. The updated DD schedule showed a completion of the data acceptance visits 
on 5th November and a delivery of the DD outcome already on 3rd November – two 
days earlier. During the meeting on 3rd November, Vendor01 provided the status for the 
DD, which in his opinion looked promising. The participants from local CIO did not 
share this view, because the expected complete DD outcome were not delivered on that 
day as scheduled. In the following weeks the DD situation was intensively discussed. 
During the STC meeting on 2nd December, the DD was presented as “partly available” 
and was announced to be completed by 3rd December (pmm-stc-031202-
stc_slides_final, p. 8). The DD status in the following STC meeting on 16th December 
was presented for being only “partly available”, so the completion date was postponed 
until 17th December. On this slide one new column had been added, which claimed the 
partly available DD outcome as sufficient to continue with the FC negotiations.  
 
In contrast to the three incidents of resistance as described above, no evidence could be 
found which could support the argument that the delay of the DD was caused by the 
resistance of either Vendor01or Vendor02. It certainly has to be taken into consideration 
that the delivery of the DD outcome depended on 89 team members of Vendor-
Company01, who might have delayed the completion of the DD due to their resistance.  
These findings denote a first significant limitation to this study, which is discussed in 
more detail in the final Chapter 10.  
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6.3.2 The Impact on the Project Outcome 
Despite the incomplete delivery of the DD outcome, the negotiations started on 3rd 
November. Furthermore, the idea to sign a formal FC in which the DD outcome were to 
be integrated at a later point in time was already discussed in the same menu point for 
the unit User. Irrespective of the reason why the DD outcome had been postponed, it 
was evident that the delay of the DD outcome had wasted a great amount of time and 
already-limited resources of local CIO. The preparation and completion of the LoI 
between 30th April and 15th October required additional time and effort, especially 
from PM’s and local CIO Owner’s side, which could have been easily invested into 
executing project management tasks for Project1. Notably, this issue can be seen 
parallel to the repeated discussions of the restructuring costs.  
 
Apart from Project1’s key players’ time-wasting processes, Vendor01’s and Vendor02’s 
behaviour seemed to have dramatically shaped the CentralDirector01’s attitude. Due to 
his political power, CentralDirector01 was the project sponsor. When assuming this role 
in October, it became obvious that CentralDirector01 was formally and informally 
influenced by his protègè Vendor03. Vendor03 in turn received his information mainly 
from Vendor02, his subordinate. As mentioned before, Vendor02 and Vendor03 did not 
believe Project1 was to deliver the projected savings. This expectation had been 
transported directly from Vendor03 to his mentor CentralDirector01, who, as a result, 
was preoccupied with Owner and Project1. From the point of view of 
CentralDirector01, this situation became worse following January +01, when a new 
pricing model had to be developed and at the same time the restructuring costs had 
escalated up to the central board of directors. The mistrust in Project1 increased and 
thus the decision to integrate Project1 into another new initiative seemed understandable 
as an attempt to finally deliver what was promised initially. As expected within this type 
of organizational culture, the ‘finger-pointing’ process started subsequently. From the 
CentralDirector01’s perspective, the guilty person must have been Initiator and his 
protégé Owner. Initiator and Owner had promised to deliver substantial savings and 
were not able to even manage the first steps in Project1. Consequently, Initiator and 
Owner had to leave the operating company in year +01. 
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The four examples discussed above provide an insight into how Vendor01 and 
Vendor02 operated in Project1 and why Owner did not trust Vendor-Company01 from 
the beginning of the project. The following Unit of Analysis intends to provide insight 
into Owner’s behaviour, which may have been influenced by these occurrences. In 
short, Vendor01 and Vendor02 profoundly influenced Project1- even just in the 
background. This influence had evidently a direct impact on the project outcome. 
Firstly, valuable time of the already-limited local CIO resources had to be invested to 
deal with the issues of Vendor-Company01. This time could have been invested instead 
into executing project management functions. Secondly, due to their goal to protect 
themselves and Vendor-Company01, Vendor01 and Vendor02 supported Owner in his 
lack of trust in Vendor-Company01 - trust which Vendor01 and Vendor02 would have 
likely preferred to receive in Project1 (Chapter 6.4 aims to deliver the evidence for this 
statement). Finally, Initiator and Owner’s actions contributed considerably to 
CentralDirector01’s decision to discharge them. In other words, Vendor01 and 
Vendor02 were successful in protecting their own positions by blaming other 
‘scapegoats’. 
6.3.3 Template Analysis of the Motivation of Unit Vendor 
Reminiscent of the first Template Analysis in this Chapter, the two stakeholders of the 
Unit Vendor were able to perceive the building blocks in a similar way, despite their 
different personalities. The following extracts indicate the sales-orientated behaviour of 
Vendor01. Vendor01 displayed seemingly confidence in the project and appeared to be 
always prepared with documents, which could prove his statements. Even in November, 
Vendor01 expressed his confidence toward achieving the milestone in December: 
“… The following discussion dealt with the scope of the project and the 
deliverables of the DD. During this discussion Vendor01 presented prove in 
form of meeting minutes. Nobody else from Vendor-Company02 or local 
CIO was prepared in a similar way.  
In this discussion Vendor01 said: “I still believe in a signature of the frame 
contract until 15th December.” Contract02 did not share this confidence 
and said: “I do not believe that they will sign a price. Instead we will get a 
large escalation.” …” 
 (eth-031103-jour_fixe, p. 3) 
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In contrast to Vendor01, Vendor02 may have stifled the excitement by direct cynical 
remarks about the rapidly changing staffing situation, for example:  
“… It was Vendor02 (and not as I would have expected Vendor01) who 
said: “Ok we will provide you these information but not to everybody. 
Please give us one contact.” Vendor02 answered: “We have the feeling that 
this information has not been distributed [within local CIO] as needed.” 
PMtech quickly suggested: “Send me the documents.”  
Vendor02 in a cynical way answered not with a yes, instead he said: “Even 
for the next six weeks?” PMtech replied: “Of course.”  
(Vendor02 clearly indicated that the number of project manager and other 
changes is far too high – and too fast.) …” 
 (eth-031103-jour_fixe_dd_results, p. 3) 
“… Vendor02 started: “Owner said he will join today…” and added 
ironically: “How many [external] consultants you [local CIO] are 
presenting today?” Resource01 and PM were joining the comments from 
Vendor02 in a relaxed and funny way. In this small talk Vendor02 
continued: “At least you [Resource01] are from the operating company.” 
The three continued to talk about the different participants of the meeting 
and their affiliation to the operating company. 
  
(I got the impression that Vendor02 did not like so many external 
consultants in the project. Even when he was joking he continued to push 
this topic.) …” 
 (eth-031127-contract_nego, p. 1) 
It can be assumed that, in their role as vendors, Vendor01 and Vendor02 did not attempt 
to stifle the excitement owing to their own interest in signing a LoI as well as the FC at 
a later stage. However, the collected evidence and the situations as presented in 
Chapters 4 and 5 indicate that both stakeholders perceived the building block ‘Building 
a Non-Cynical Climate’ as non-contributing to an intrinsically rewarding environment.   
 
The following Template Analysis aims to illustrate how these two stakeholders 
perceived the building blocks based on their individual self-expression (Table 14 and 15 
in Appendix F). Owing to the importance of Project1 for their employer as well as the 
identified passion and adequate tasks, Vendor01 and Vendor02 participated and 
contributed actively to Project1. In other words, Project1 was worth Vendor01’s and 
Vendor02’s time and energy, as both expressed the feeling that Project1 mattered to 
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them. Whereas the sense of meaningfulness was clearly perceived, the intrinsic reward 
based on a sense of choice was not perceived by Vendor01 and Vendor02. Despite the 
accepted authority of both vendors, the decision-making process was limited due to the 
lack of the intrinsic rewards of the building blocks ‘Demonstrating Trust’ and 
‘Providing Security’. As a consequence, Vendor01 and Vendor02 did obviously not feel 
free in their decisions. In addition, Vendor01 and Vendor02 were not able to make 
informed choices due to the missing last two building blocks referring to a sense of 
choice. However, the organizational culture of ‘Scapegoating’ and the fear of 
punishment create apparently a need for security. Thus, owing to the inability to make 
appropriate decisions, Vendor01 and Vendor02 had to find an alternative way to 
execute appropriate tasks to protect themselves. In their view, a signed LoI seemed to 
provide a certain amount of security - in form of a document containing a signed scope, 
other important details as well as a statement of the responsibilities of both parties. It 
appears that especially the responsibilities of both parties were important for the 
expected ‘Scapegoating’ actions. The requirement of a signed LoI was ignored by 
Owner initially. Therefore, Vendor01 and Vendor02 had to find a solution. As 
explained in Chapter 3.2.3, ‘resistance’ in this Unit, Vendor02 initiated the LoI process 
by informing his manager, Vendor03, who had good, informal connections with 
Director-Central01, who interestingly was also the manager of Initiator. In view of this 
hierarchy, Vendor02 was obviously able to initiate a LoI process, which Owner had to 
comply with. The first draft of the LoI, which was prepared by local CIO, evidently 
confirmed the suspicion of Vendor02 that protection against local CIO was required. 
Again, by deploying the same approach, Vendor02 was successful in forcing Initiator 
and Owner into the negotiation and signing of the LoI – yet, against the will of Owner. 
From an overall project perspective, the LoI was not a part of the original project 
process and therefore not a project objective. Motivation in a project had been defined 
as to strive willingly toward group objectives. Initially, the LoI could definitely not be 
seen as group objective and was forced upon the team by Vendor01 and Vendor02. 
These results suggest that this type of behaviour can be classified as resistance in form 
of non-cooperation. On the other hand, resistance viewed from the perspective of a 
human-centred philosophy defines the individual’s rationale as his self-expression of 
discontent (at work).  
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In other words, the human-centred philosophy seems to answer the question why 
Vendor01 and Vendor02 displayed this form of resistance. From their point of view the 
LoI was required to achieve security that Vendor-Company01 receives this outsourcing 
contract. Furthermore, Vendor02 added details, such as the detailed scope, restructuring 
costs as well as the responsibilities of the involved parties, which are undoubtedly all 
important when trying to protect Vendor-Company01 against the expected ‘finger 
pointing’ actions. 
 
The second form of resistance can be discovered in the issue of restructuring costs. 
Although Vendor01 and Vendor02 addressed this issue frequently, either did they not 
receive an answer or the answer was not satisfying. The decision from the central board 
of directors that everybody had to cover their own costs for Project1, including the 
transformation process, was not satisfying - due to the size of Project1 the restructuring 
costs would have had a substantial impact on the profit of Vendor-Company01. From a 
business point of view, Vendor-Company01 had to generate profit; otherwise a form of 
punishment would have to be expected.  
 
Due to the meaningfulness of Project1 and the lack of choice, the issue restructuring 
costs was in fact addressed, but Vendor01 and Vendor02 did not have the freedom of 
choice. In other words, Vendor01 and Vendor02 had to continue complying with the 
rules set by local CIO (Vendor03 admitted this in one meeting with Owner) as not to 
endanger the FC. Of course, this issue was kept quiet until a signed LoI was achieved 
and the trouble about the DD delivery was finally solved. Afterwards, yet before the FC 
would be signed, this issue had been escalated up to the central board of directors again. 
This escalation again delayed the milestone ‘sign-off FC’ for Project1. Evaluating this 
escalation from the viewpoint of a human-centred philosophy, Vendor01’s and 
Vendor02’s behaviour could be explained as a self-expression of their own rationale. 
The feeling of discontent in Project1 evidently was created by the pressure that Vendor-
Company01 had to generate a profit with Project1 - otherwise a form of punishment was 
expected. Furthermore, the lack of a sense of choice forced these two vendors to choose 
the described approach, which finally produced the desired outcome. 
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Vendor01 and Vendor02 did also not perceived the intrinsic rewards from a sense of 
competence and a sense of progress. Although the building blocks ‘Providing 
Knowledge’ and ‘Managing Challenge’ may support a sense of competence, and the 
building block ‘Providing Access to Customers’ might support the sense of progress, 
the overall accomplishment reward created by these two senses was evidently not felt 
by these two vendors. It can be assumed that this lack contributed to Vendor01’s and 
Vendor02’s expectation that Project1may not deliver the anticipated outcome, which 
increased the fear of failure and thus the need for security. In short, Vendor01 and 
Vendor2 felt solely the intrinsic reward of the sense of meaningfulness. However, the 
intrinsic rewards of a sense of choice, competence and progress were not perceived. In 
other words, the intrinsic rewards from the task activities, which are based on the sense 
of choice and sense of competence, were not provided. Furthermore, the 
accomplishment rewards, which are based on the sense of competence and sense of 
progress, were also not provided. These missing rewards, referring to activities and 
accomplishment, must have created for Vendor01 and Vendor02 a strong need to 
protect themselves against the expected ‘Scapegoating’. Based on this expectation, the 
LoI process had been initiated. In addition to the LoI process, Vendor03 admitted that 
he had informed Director-Central01 in September that in his opinion the project 
objectives could not be achieved. In his view, only 50 per cent of the savings could be 
realized, which would be in his opinion still a considerable value. In view of this alert, 
Vendor03 informed Director-Central01 that Vendor-Company01 knew that local CIO’s 
ideas, namely the Initiator’s, were not considered feasible, and therefore a scapegoat 
was selected. In December, Owner and Initiator had to report that a FC was not signed 
yet and in year +01 the restructuring costs had escalated. At that stage, the delay of 
Project1 could not be overseen anymore and the organizational culture required the 
identification of a ‘guilty’ person, who had to be punished for this failure of not 
delivering a signed FC. Director-Central01 had the information that (a) Project1 would 
not achieve the savings Initiator had projected, which was the opinion of his protégé 
Vendor03, (b) Initiator and Owner were not able to get a FC signed even after a long 
delay from March to December, and (c) the signed LoI was neither complete nor 
accepted concerning the restructuring costs. Furthermore, a certain trust relationship 
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similar to the one between mentor and pupil had to be assumed, which finally led to the 
decision of making Initiator and Owner redundant. 
6.3.4 Discussion 
This Unit of Analysis seeks to demonstrate that stakeholders’ background activities, 
which usually cannot be observed directly, yet can be determined indirectly by the 
effect they create - as the discussion of their impact on Project1 clearly shows. These 
findings allow the conclusion that self-expressive manifestations of discontent impact 
the work-place considerably. It is important to point out that this study’s findings were 
derived from a purely qualitative approach, as pre-assumed factors would only have 
limited the researcher. The research design of this study, which follows Herzberg’s 
(1982) line of thought, seems to provide the scope for a fresh approach without pre-
assumptions. In the context of this Unit of Analysis, Vendor01’s and Vendor02’s 
discontent could be identified presumably thanks to the researcher’s perspective of a 
neutral observer within the company environment. It can be suggested that any other 
research design would have most likely not been able to distinguish this kind of 
behaviour and its impact on Project1. Analoui’s (1995) critique on behaviour related 
research stating that “popular survey methods such as questionnaires and structured 
interviews, would yield meaningless data” (p. 50), clearly supports this argument. Yet, 
most of research outlined in Chapter 1 is based on a quantitative survey research 
strategy (e.g. Jiang and Klein 2000 and 2001, Riggle 2001, Hartman and Ashrafi 2002, 
Jiang et al. 2002b). However, the following discussion explains why a survey strategy 
built on primarily quantitative evidence cannot fulfil the requirements for the 
exploration of a complex phenomenon such as stakeholder motivation impact in this 
study.  
Answering a Questionnaire 
Firstly, it is questionable whether the project stakeholders would have answered a 
questionnaire about their attitude to work projects at all. It can be assumed that 
especially questions related to work environment issues such as resistance toward an 
objective, the dislike of other people, the personal judgement of situations and their own 
feelings towards a situation would probably not be answered authentically.  
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In fact, Helm and Remington (2005), who conducted a study based on in-depth 
interviews in the project management environment, report that only few project 
sponsors were willing to participate in interviews. Of course, these interviews had taken 
a completely different focus, but, nevertheless, this clearly shows the universal 
challenge of data collection, in particular when upper and top management are involved 
– and Vendor01 and Vendor02 obviously belonged to the upper management of 
Vendor-Company01.   
 
In addition, there is the issue of anonymity, as questionnaires could not have been 
anonymous due to the fact that the different stakeholder groups had to be identified to 
provide the required holistic view. Again, this contributes further to the question 
whether all project stakeholders would have answered the questionnaire anyway. 
Furthermore, legal constraints such as the data protection law39 for non-anonymous 
surveys could possibly have prohibited the conduction of a survey in such as specific 
project environment.  
 
Yet, ultimately, even if legalities were not an obstacle and moreover the stakeholders 
would be willing to participate, the issue of authenticity remains. An individual’s 
actions, motivation and feelings can change over time, can no longer be recalled or the 
individual may be unaware of his or her own behaviour and therefore could not describe 
his or her emotions adequately. In other words, depending on the point of time of the 
survey, Vendor01 and Vendor02 might not have recalled all details to answer the 
questions correctly.  
Understanding of Questions – the Language Barrier 
Secondly, even though this study is focused on the IT area of Western countries where 
English is used widely to communicate jargon, a specific and accurate lexis to 
understand and answer personal questions about motivation cannot be expected from 
each individual. These language barriers would limit the understanding between 
observation participants and this may finally lead to a different individual interpretation 
of the questions asked. The general problem of the research becomes obvious hereby. 
                                                 
39In Germany this data protection law is called ‘Bundesdatenschutzgesetz’. 
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Another example of language barriers in a project environment are translations - if the 
researcher is not fluent in all required languages the content of communication can be 
misunderstood by the involved participants and this could again lead to 
misinterpretations.  
Number of Questions 
Thirdly, to provide the required holistic view of the researched IT project, all 
stakeholders, the project environment and the IT project have to be considered. In 
addition, ongoing changes and unknown situations that constantly alter the already 
complex project process have to be taken into account, and thus it seems obvious that a 
‘one size fits all’ questionnaire is not feasible. There are too many situations that seem 
important to be considered when intending to take a holistic project view, and only 
some of them can be anticipated beforehand by the researcher. Additionally, even if the 
researcher would manage to foresee one of these possible situations, the stakeholder’s 
individual perspective of this particular situation would be too complex to be covered 
by only one questionnaire - for instance in the occurrence of ‘Scapegoating’. The aspect 
of the size of the questionnaire can also be viewed from another angle, from the 
theoretical models involved. In this study, a modified project management methodology 
were deployed to cover the field of project management and the Integrative Model were 
deployed in order to cover the field of motivation as well as the PFM to cover the 
organizational environment respectively. The project management methodology 
includes 41 processes, which are classified in ten project management knowledge areas. 
Within an organizational environment, the PFM Model includes three aspects with 5 
key success factors for aspect number one, 7 key success factors for aspect number two 
and 1 for the number three - as explained in the Chapter Project Management. The 
Integrative Model includes four intrinsic rewards with a total of 20 building blocks. A 
simple approach would be to imagine that one question per point has to be asked. This 
would lead to 74 (41+ 5+ 7+ 1+ 20) questions. In addition, the various pre-assumed 
situations would have to be integrated in order to deliver the required holistic view, and 
the number of situations has to be multiplied by the 74 questions. It becomes evident 
that this process would eventually produce an extensive questionnaire, which would 
take far too much time for the respondents to complete. 
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Evaluation of Questionnaires 
Next, the aspect of the final evaluation of the evidence collected has to taken into 
account. In general, mathematical and statistical methods are utilised to deliver numbers 
and graphs; depending on the available IT technology the complete survey process 
could be conducted with the use of an IT-based questionnaire, for example by utilizing 
the latest Web (Java and http) technology. The respondent could answer the 
questionnaire online and the resulting numbers and graphs could be calculated 
automatically. It would seem that for a limited number of questions and for a specific 
situation this approach may be appropriate. Yet, when trying to provide a foundation for 
further research (to find a new direction), it can be deduced that the number of variables 
known and unknown would be far too high to be integrated into a calculation - and thus 
a purely quantitative method seems after all not suitable.    
Upfront Limitations and Pre-Assumed Situations 
The final and most important point is that, in order to find an underlying causal 
explanation in this complex environment, pre-existing restraints in the form of pre-
assumed situations should be avoided as they may limit the researcher’s holistic view. 
On this basis, it seems interesting to mention that most project management success 
surveys are in fact based on restrictions and pre-assumed situations – as discussed in 
Chapter 1. Given this, it may be inferred that this offers an explanation for Turner and 
Müller’s (2005) findings that “the literature on project success factors, surprisingly, is 
very quiet about the role of the project manager and his or her leadership style or 
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6.4 Unit of Analysis: PM 
The responsible project manager, PM, worked full-time on Project1 and was reporting 
directly to Owner, while ProgMgr was in charge of Owner coordinating the two 
SAVING initiative projects, which in turn Owner was responsible for. ProgMgr and PM 
were sharing an office and seemed on good terms. Both expressed their interest in this 
study, however, the project manager of the second project, another suitable candidate, 
did not show a lot of interest. Therefore, Project1 was selected for this study.  
 
Initiator strongly believed that the feasibility of ideas regarding the projects had to be 
evaluated in a strategic department within the local CIO organization. When the ‘green 
light’ was eventually given, the project was handed over to another department 
responsible for the execution. Yet, precise instructions on the handover process were not 
made available. Subsequently, Initiator, the mentor of Owner, transferred Project1 in 
November -01 to Owner.  However, Owner, who had previously criticised Project1, was 
not able to convince PM-01 to continue with the project execution. Nevertheless, owing 
to ProgMgr’s perseverance, Owner in February appointed PM as project manager for 
Project1and thus PM became the responsible project manager for Project1 between 
February and October. During the changeover period from PM to PM03, Owner 
officially took over the project manger role supported by PM02 in October and 
November. PM02, who actually never was officially appointed as the project manager, 
was executing the operational tasks on behalf of Owner. Therefore, PM02 was assigned 
as project manager for the short time of his presence. Finally, PM03 took over the 
project at the end of November.  
6.4.1 Resistance of Unit PM in Project1 
PM’s and ProgMgr’s blocking of goal attainment in the form of frustration became 
evident during the participant observations. Already on 13th August, during an off-site 
work session of both PM and ProgMgr, PM’s level of frustration could easily be 
observed. During a discussion about the general project approach, ProgMgr suggested 
that perhaps another internal department could convince Owner to adapt their project 
approach. Seemingly eager to expound, ProgMgr started telling the researcher the 
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background story, yet after only a few sentences ProgMgr encouraged PM to continue 
telling the complete story and left the room. In her story PM explained that she had 
prepared a project plan, but was let down by Owner. By the end of her story her 
emotions had became too strong and she could not hold back her tears before leaving 
the room. ProgMgr saw her leaving the meeting room and came back in. Some minutes 
later, PM, who appeared to have slightly recovered from her intense emotions, also 
came back into the off-site meeting room, and - after some concluding words - we 
continued swiftly with the original topic. This observation already indicated the 
emotional situation between PM and Owner.  
Project Management 
The document, which PM and the project team had prepared, divided Project1 into five 
technical sub-projects plus one sub-project for the project steering process. Furthermore, 
PM defined 20 work packages in total and assigned these tasks to the available 
resources. In detail, PM planned to take over the economic project lead (sub-project 
project steering) as well as the lead of the sub-project economics. In addition, PM 
planned to take over four work packages. User03 was intended to take over the 
technical project lead and the lead of four sub-projects. Furthermore, four work 
packages were assigned to User03 as well. The remaining work packages were assigned 
to Vendor-Company01 or other resources. ProgMgr, who was officially no resource in 
Project1, was assigned three work packages. Interestingly, only the project office 
function was never assigned. The last version of this document contained a top level 
description for each work package, a schedule for each work package, a project org 
chart and a role definition for the sub-project leader and team members. After User03 
was in May rejected as technical project manager, this resource was not replaced until 
PMtech arrived in September. Furthermore, the contract of one specific external 
consultant, who was assigned one of the various work packages, expired, however a 
replacement for this consultant - as well as for the other external consultants who had 
already left - was never provided. In other words, considering the staffing situation in 
May, PM had to take over five sub-projects including the overall project lead as well as 
nine out of twenty work packages. Furthermore, no assistance for the project office job 
was made available, and also the question whether ProgMgr would have been in a 
position to execute the three work packages assigned to him cannot be answered clearly. 
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This situation was unchanged in August and did not change until the end of October 
when seemingly all of a sudden, in panic mode, Initiator and Owner hired ten 
consultants of Vendor-Company02. As a result, Project1 was not sufficiently staffed at 
least between June and September, which was also recognised by User02 in an STC 
meeting in September. Despite User02’s criticism, also the meeting minutes of the first 
STC meeting in June, where the project plan was rejected, provide deeper insight into 
the human resource process. The STC was apparently fully aware that at least “a project 
controller has to be staffed” and stating the “STC will decide about following procedure 
(further assignments of consultants) and new contracts will be decided by the STC 
starting from today” (pmm-stc-030626-stc_mm_final, p. 3). It can be concluded that PM 
was apparently not in a position to make any human resource decision. Only after the 
approval of Owner and the STC, who met only once a month, further steps could be 
taken. Between June and September, PM repeatedly reported the human resource 
situation, but seemingly sufficient resources were not provided. Owner explained this 
situation to the researcher in his interview complaining that, in his view, the external 
consultants did not make valuable contributions and that was the reason why he did not 
extend these particular contracts. Owner indeed had recognized the human resource 
situation and explained that he had addressed this issue previously, but Initiator had 
never given any constructive feedback or commitment. It has to be pointed out that in 
this interview Initiator was not able to present any details or documents of Project1, 
which could have clarified this situation. However, at the end of September, Initiator 
became the new manager and with the arrival of Director-Central0, Initiator 
unexpectedly utilized ten resources from Vendor-Company02 to support Project1; 
Owner suggested and organised these resources. Furthermore, in November, Owner also 
managed to bring PM03 on board, however PM was not involved at all in these 
processes.  
 
On this basis, it can be concluded that, owing to firstly the lack of human resources and 
the resulting work load for PM, secondly the wrong presentation of BAFO details, next 
the lack of appropriately preparing the STC video conference and lastly the difficulty of 
deploying an appropriate project management methodology, the stakeholders’ 
behaviour cannot be interpreted as resistance. PM’s behaviour does clearly not fulfil the 
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criteria of destructive practice (sabotage) based on inaction. To classify behaviour in 
such way, a predictable destruction coming from a deliberate inaction has to occur, 
which is evidently not the case in Project1. 
PM and Owner 
From the beginning of the field observation, the relationship between PM and Owner 
was visibly tense. This and Owner’s temper lead PM to avoid meetings and direct 
confrontations with Owner. Therefore, PM obviously preferred writing emails to Owner 
instead of a personal discussion and thus found ways to avoid confrontations - a good 
example of this is asking ProgMgr to present her issue in a meeting with Owner.  
Another possibility for PM to avoid confrontations with Owner was by simply not 
speaking. Finally, PM tried to completely avoid Owner’s presence - even at lunch. 
Usually, it could be observed that Owner’s subordinates went to lunch together. Owner 
joined this ritual occasionally, however rather frequently PM found a valid excuse not to 
join them. 
 
Despite the tense work relationship between them, PM could obviously not avoid all 
meetings with Owner and had moreover to report the project status and other related 
issues to him. From this point of view, a form of co-operation was actually installed, 
because PM overtly was providing information to Owner. Given this, it can be deduced 
that a destructive practice (sabotage) based on inaction, such as not providing important 
information, was not performed in Project1. Further evidence may demonstrate that 
Owner, on the other hand, was not too keen on working closely with PM and easily 
became upset in discussions with PM. For example, Owner did not invite PM to present 
her project in international meetings. In the STC meeting on 27th August, Owner asked 
the STC members for a volunteer explaining that PM provided the slides for this 
presentation, but would not attend. Furthermore, Owner clearly stated in his interview 
that he did not find PM capable of managing a project. It seems apparent that solely due 
to ProgMgr’s increasing pressure, Owner agreed to accept PM as manager for Project1. 
On the other hand, both PM and Owner participated in the STC meetings and PM was 
actually invited by Owner for other meetings related to Project1. From this point of 
view, a form of co-operation was still in place even when Owner was selective in 
inviting PM and overtly did not find her capable of managing Project1.Yet, all in all, 
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little resistance from Owner toward PM was actually present throughout the project 
phase.  
 
To sum up, even though no resistance in the form of a destructive pattern was observed 
in Project1, an evaluation according to the Cognitive Dissonance Model definitely 
predicts a considerable impact. Both stakeholders self-expressed their frustration by 
adopting a specific behaviour. PM self-expressed her frustration in resignation whereas 
Owner self-expressed his frustration in aggression against PM. As a result, in view of 
their respective blocked motives, a manifestation of self-expressed discontent at work 
with a clear impact on the project success can be expected.  
Assigning the Project/Project Manager 
As a consequence of the rejection of the presented project approach in the STC meeting 
on 26th June, the responsibility for human resources was also withdrawn from PM. 
Furthermore, PM’s authority was limited to preparing the slides for international 
meetings without actually being invited to present her project. Another good example is 
the LoI: The LoI template was provided by Owner with the order attached that no line 
may be changed (see Chapter 6.3.1). PM realized in this situation that she had not been 
assigned responsibilities and therefore wanted to leave local CIO. During the work 
session on 13th August ProgMgr told me that he would support her. From this point 
onward, ProgMgr’s and PM’s intention to leave local CIO was known to all project 
members. In August, the process of looking for a technical project manager was still 
ongoing and PM and ProgMgr were in charge of preparing the information for a 
decision - a decision which was to be made by Owner. In a break, during the interviews 
with two candidates on 20th August, the idea was raised to assign the technical project 
manager the task of executing Project1. In particular, PM and ProgMgr wanted to sell a 
technical project manager role to the candidates, but in fact they wanted to hand over 
the complete project lead. For this purpose, PM and ProgMgr wanted to find a suitable 
candidate who would be accepted by Owner. One day later, both candidates were 
presented to Owner. After the interviews, PM, Owner and ProgMgr discussed the two 
candidates, and, even though the intention to handover the project to PMtech was not 
discussed directly, Owner totally supported the idea. As a result, Owner introduced the 
candidates as potential project managers for Project1 in the STC meeting. Although the 
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technical role was emphasised during the interviews, Owner announced in the STC 
meeting that one candidate will take over the overall project manager position. After his 
vacation, the selected PMtech started at the end of September. The project status of 8th 
October included an org chart, which presented PMtech as the overall project manager 
and PM as sub-project manager for the business cases. Referring to this org chart, 
PMtech tried to clarify this misunderstanding in an internal mail on 9th October. In the 
following STC meeting on 14th October, this misunderstanding was solved and PMtech 
received the technical project manager role. After these occurrences Owner did not 
reinstate PM as project manager. Instead Owner took over the project manager role 
supported by PM02 - until PM03 came on board. This move seemingly ensured that 
Owner was managing Project1 with the resources from Vendor-Company02. In 
addition, Owner added a new management level in November, where PM was reporting 
to PMmgr. It is evident that by means of these measures, Owner had successfully 
avoided any further direct contact with PM. Even when this plan eventually failed, PM 
was finally successful in leaving local CIO at the end of April +01, and with the help of 
Vendor01, PM took over a position with Vendor-Company01. Resistance can be 
defined as an unconventional behaviour (see Chapter 3.2.3) to express non-compliance 
toward shared organizational values. In this sense, the project objective is the shared 
value. PM and Owner did seemingly not express a non-compliance to this shared value. 
Even though non-compliance to shared values could not be observed, both stakeholders 
clearly self-expressed their discontent in the work place. PM expressed her frustration in 
the form of resignation – leaving local CIO – as this step seemed necessary for PM to 
re-gain a positive attitude.  
 
Altogether, although the experienced managerial control and PM’s lack of autonomy 
could indicate sabotage, it rather seems that PM did not deliberately add harm to 
Project1. Owner, on the other hand, self-expressed his frustration in the form of 
aggression. Due to his institutional power, Owner was able to re-gain his positive 
attitude by changing the role of PM and the reporting structure in his department. As a 
result of this, Owner also could reduce direct contact with PM to a minimum.  
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6.4.2 The Impact on the Project Outcome 
Although, by definition, no resistance in the form of non-compliance toward shared 
organizational values was observed, the blocked motives resulted in irrational 
behaviour, which evidently influenced the project outcome. The bi-directional 
relationship between a project sponsor, Owner, and the project manager, PM, was 
already discussed in the Chapter Project Management.  
 
It is fairly certain that this important trust and support relationship was not present in 
Project1. As a result, PM‘s prepared project approach was not defended by Owner. 
Instead, the prepared project approach was rejected in the first STC meeting in June. In 
addition, the responsibility for the human resources in Project1 was completely 
transferred from PM to the STC, which was lead by Owner. Despite the requests and 
warnings from PM, the STC did not execute this responsibility and failed to provide the 
required resources. Owing to the lack of resources, it was not possible to provide the 
required appropriate project management functions for the execution of a complex and 
large-scale project such as Project1. Between June and October the lack of appropriate 
project management lead to several implications, which were presented in the first two 
Units of Analysis. This may have been the reason why an apparent project progress 
could not be observed in these four months – neither for the sub-project DD nor for the 
negotiation FC. In October, ten external consultants were hired by Owner and Initiator 
to improve the project performance. Yet, even with the support of ten external 
consultants, the period from October to December was too short to deliver the expected 
project outcome. Owing to Director-Central01’s specific project expectations as well as 
the organizational culture in general, this outcome evidently lead to a distinctive 
situation with a strong impact on human resources – as described in the Holistic View 
Chapter.  
6.4.3 Template Analysis of the Motivation of Unit PM, Project1 
The first two Units of Analysis showed that the selected stakeholders in these units 
perceived the building blocks in the same way. In the third Unit of Analysis, PM in 
Project1 and the two selected stakeholders perceived the building blocks differently. 
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This is the reason why the Template Analysis for PM and Owner is presented 
separately40.   
An Explanation for PM’s Behaviour 
By the time PM took over the project manager role in Project1, she had prepared a 
project plan, which - among other aspects - highlighted her limited project management 
knowledge as well as listed the human resource requirements for Project1. At this early 
stage in her role as project manager, the opportunity rewards, consistent with a sense of 
meaningfulness and a sense of choice, were interpreted by her in the form of a 
contribution to an intrinsically rewarding environment. Driven by the feeling that 
managing Project1 was worth her time and energy, as well as the fact that she had the 
freedom to make informed choices, PM fully lived her project manager role and 
prepared this project plan. Owner accepted the project plan and scheduled a presentation 
of it in the next STC meeting. The project plan outlined that User03 would take over the 
role of the technical project manager, in addition to his role of representing one country. 
However, obviously, from the perspective of User01 the interest of a country CIO and 
the technical project lead could not be combined, and, as a result User01 criticised this 
plan heavily. 
 
Besides the technical project manager role, also the suggested project approach was 
criticised strongly and modified. Furthermore, the contract of the last remaining external 
human resource from the project initiation phase was not extended, and other resources 
required were not confirmed. At this point in time, PM must have recognised that 
Owner was not covering for her decisions and she did not have the desired freedom of 
choice. Instead of supporting PM, Owner established rules and control mechanisms 
which limited PM in making informed choices. In particular, Owner took over the lead 
of communication management, which resulted in PM not being invited to present her 
projects in international meetings. As a result, the opportunity rewards were completely 
destroyed for PM. While the vision seemingly was still exciting and contributed to a 
sense of meaningfulness, PM was forced to take over task purposes, which were not 
complete and thus irrelevant for a project manager. In addition, her role at that stage 
                                                 
40Table 14 and 15 in Appendix F provide a summary. 
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included aspects, which did not satisfy her passion, which obviously provides a sharp 
contrast to the suggested project plan. Furthermore, PM recognised that she had neither 
the freedom of choice – due to her lack of authority and trust - nor would she receive 
information – due to the fact that Owner took on the role of communicator making 
informed choices. Naturally, the aforementioned STC meeting must have destroyed her 
feeling of a sense of meaningfulness and choice. 
 
Apart from the opportunity rewards, the accomplishment rewards must also have been 
impacted heavily. Owing to the lack of authority to hire resources, PM could only at 
times report matters and express the urgent need for resources. The users, represented 
by User02, recognised the lack of resources, but apparently did not feel responsible for 
making a decision. Owner, who was leading the STC meeting and controlling the 
communication processes, explained that he had addressed this issue with Initiator, but 
never had received an answer. As a consequence, PM did unsurprisingly not receive the 
urgently needed resources. Owing to the lack of the required resources to execute 
Project1, the building block ‘Providing Knowledge’ was non-existent and could not 
support PM in the establishment of an intrinsically rewarding environment. The lack of 
the required technical knowledge transformed Project1 into an impossible challenge for 
PM, in which high, non-comparative standards could not be created. Apart from the 
resulting missing sense of competence, this situation caused the absence of all building 
blocks necessary for creating a sense of progress. This situation must have caused a big 
amount of frustration for PM. The observed form of frustration was resignation, which 
is one of the five forms of frustration in the Cognitive Dissonance Model. PM’s 
frustration finally resulted in unconventional behaviour, which was the self-expression 
of her discontent in the work place. Despite her growing frustration, PM could 
obviously not escape her professional personality and continued nevertheless to 
contribute to Project1- as much as she could in this situation. Owing to her high level of 
soft skills, PM managed to initiate the contract renewal for Resource02 (see Unit 
Users). Hence, it becomes clear that, on the other hand, PM continued to speak up, in 
incidents such as reporting human resource issues, which in turn caused new heated 
discussions with Owner and ultimately added to the tense work relationship between 
them.  
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In brief, resistance in the form of deliberately sabotaging Project1 by inactivity was 
evidently not observed.  
 
PM’s unconventional behaviour was her attempt to change her negative emotions by 
means of finding solutions - a way out of an impossible task such as managing Project1 
without the required resources and in absence of Owner, with whom collaboration was 
obviously difficult. This, consequently, required her leaving local CIO due to Owner’s 
position within the organisation. Supported by ProgMgr, PM tried to assign PMtech the 
project manger role. Owner supported this approach owing to his own interest in the 
dismissal of PM. However, this approach failed and Owner re-organised Project1 and 
his department. During this reorganization process, PM lost her project manager role 
and therefore the direct reporting line to Owner. Nevertheless, PM still had preserved 
her negative feelings and wanted to leave local CIO. In the background, PM continued 
to search for a new position within the operating company. In April +01, PM was finally 
successful in leaving Project1 and thus local CIO for a position with Vendor-
Company01, due to which her negative attitude changed back to a positive one. 
An Explanation of Owner’s Behaviour  
It can be assumed that Owner must have recognized in Project1 and project AM the 
opportunity for personal gain. Owing to his positional power, Owner was able to create 
a sense of meaningfulness and a sense of choice. Apart from the clearly identified 
passion and the exciting vision, Owner was also seemingly able to ‘Ensure Relevant 
Task Purposes’ and ‘Provide Whole Tasks’ for him to create the feeling that Project1 
was worth his time and energy. It rather seems that only the building block ‘Building a 
Non-Cynical Climate’ may have limited the sense of meaningfulness. Owner’s 
perspective when executing a project such as Project1 was perceptibly straightforward, 
because it appears that the vendor had to be ‘duped’ to the maximum and the other 
countries had to comply – even if he had to  threaten them to involve the central board 
of directors. It became evident that if somebody did not agree with his view, Owner 
immediately would apply his tactics including persuasive reasoning up or losing his 
patience (see Behaviour Section). The same behaviour was applied to situations 
involving leading his subordinates, from whom he clearly expected results. PM though 
failed to deliver the expected result, namely the successful acceptance of her project 
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plan in the STC meeting, and, as a result, Owner judged PM to be incompetent. Of 
course, it became obvious that, from Owner’s perspective, the failure arose from PM’s 
side and not his missing project support. 
 
Except for the building block ‘Providing Security’, which is influenced by the 
organizational culture, Owner presumably had the freedom to make informed choices. It 
can be assumed that the possibility of ‘finger pointing’ as well as the judgement that PM 
was incompetent, convinced Owner that he had to ensure an appropriate project 
execution. Therefore, Owner introduced the rule that the STC, which he was leading, 
had to confirm all expenditures and also took over all direct communication with the 
project stakeholders – allegedly with the purpose in mind of avoiding unnecessary 
escalations and confusion. Furthermore, Owner evidently controlled the human resource 
process, due to the fact that he decided on the STC meeting agenda. In other words, 
before the STC meeting could discuss a human resource issue, Owner had to approve 
this issue. Even though PM clearly communicated the lack of resources and at the same 
time the sufficient budget available, Owner neither did extend the contracts of existing 
external resources nor provide the required additional resources. As the building block 
‘Delegating Authority’ discusses, solely Owner had the authority to make decisions in 
these matters. Therefore, the assumption that Owner invested much thought and energy 
into these issues can be questioned. From Owner’s point of view, the project must have 
been straightforward, hence laying off external consultants without replacing them 
seems absolutely justified. As a result, the need for Owner to replace or provide 
additional resources was in actual fact of little importance. 
 
The building block ‘Providing Knowledge’ contributes to this line of argument. From 
his perspective, the Owner must have considered himself as an expert in executing 
projects, as he advertised his success rate in managing projects at 95 per cent, and he 
also his promoted his experience in managing projects such as Project1 even prior to 
commencement. Furthermore, he evidently self-judged his implicit and explicit 
knowledge as excellent. It could be observed that owing to his excellent education, his 
logical mindset and his ability to hard-talk, the Owner was able to present and sell his 
professional ideas and project aspirations.  
  184/ 299 
However, apart from the image Owner produced of himself, the reality in contrast 
delivers evidence that Owner may have had knowledge in theoretical project 
management and motivation methodologies, but was clearly not able to deploy them 
practically. The Holistic View – as outlined in the previous Chapter – elucidates the fact 
that the required project management documents were not available. In fact, not one of 
the suggested project management knowledge areas had been applied appropriately for 
Project1. Assuming that Owner truly possessed this extensive knowledge and 
experience, he would have required the appropriate deployment of a project 
management methodology. Furthermore, Owner clearly ignored in this context the input 
of the users, who strongly criticised the lack of an appropriate project execution process. 
 
In conclusion, owing to the lack of sufficient and appropriate resources to deploy a 
project management methodology, the building blocks ‘Fostering High, Non-
Comparative Standards’, ‘Tracking Milestones’ and ‘Measuring Improvements’ could 
not contribute in Project1 to an intrinsically rewarding environment. As an effect, the 
milestones ‘Celebrating Progress’, ‘Recognising Skills’ and ‘Providing Appreciative 
Feedback’ also could not contribute to an intrinsically rewarding environment, which 
finally did not provide the reward of accomplishment for Owner.  
 
On this basis, it can be deduced that Owner, due to a missing accomplishment reward, 
became frustrated about the project and thus with the responsible person who he 
perceived to be PM. It appears that from his point of view PM must have been incapable 
of executing Project1- as the incomplete project outcome seems to demonstrate. Owner 
expressed his frustration presumably in the form of aggression against PM - his own 
feelings of professional frustration projected into PM. Consequently, Owner must have 
decided to assign PMtech on Project1. It is apparent that an employee of Vendor-
Company01 would have been a suitable ‘Scapegoat’ for Owner and thus for imminent 
punishment. After this plan, however, failed and the evidently the panic button was 
pushed, Owner presumably wanted to elect PM02 as project manager, yet, PM02 was 
rejected by the STC members and thus Owner took over the project manager role until 
he hired PM03. 
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6.4.4 Discussion 
The Unit of Analysis Vendor managed to expand our understanding of the fundamental 
inability of any quantitative survey strategy to provide the required flexibility for 
behaviour-related research in the context of this study. Furthermore, the aspect of 
limitation based on pre-assumed situations evidently also has to be extended onto the 
stakeholders, which are crucial for this study. In reference to the situation of the User 
and Vendor, the need for analysing the participants PM and Owner became visible. In 
other words, the flexibility of the chosen qualitative approach enabled the researcher to 
identify the aspects that are important for supporting the analysis of the research 
questions. Besides, the examined project situations helped to further comprehend which 
stakeholder input should be taken into consideration in this behaviour-related study. 
This finding substantiates the assumption made in the stakeholder discussion that an 
early, preliminary selection of stakeholders would limit this study already at its initial 
stage. Due to the chosen research design, this study seems to be able to outline the 
important project situations and stakeholders for Project1 and how these situations have 
had an impact on the overall project success as well as to explain the behaviour of the 
involved stakeholders. This specific behaviour in question is the self-expression of 
discontent at the work place – yet depending on the individual’s own rationale. This 
rationale for her/his behaviour correlates with the individual’s specific approach to 
success and failure of IT projects. In line with the Attribution Theory (Weiner 1986, 
Furnham et al. 1994), Owner’s behaviour can be described as ‘self-serving’, which 
means that the unfavourable outcome is attributed to causes external to himself. Hence, 
PM consistently was made to perceive her actions as not leading to positive outcomes. 
This finally resulted in a downward spiral whereby PM felt helpless “to act for fear or 
being implicated further in failure” (Standing et al. 2006, p. 1150), which she expressed 
in the form of frustration. In both cases, the causal factors set the expectation for 
success (cognitive psychological consequence) and resulted in the behavioural 
consequences described above (Cort et al. 2007). While for most attribution models the 
internal-external distinction is central (Schaffer 2000), the evidence presented in this 
Chapter indicates that the project environment of the operating company is crucial for 
shaping its attribution patterns within the involved stakeholders.  
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6.5 Conclusion 
This Chapter presents the Template Analysis of the collected evidence for the selected 
three Units of Analysis for Project1 and showed that the integration of a human-centred 
philosophy may be able to explain the behaviour of the selected stakeholders, regardless 
of their role or personality.  
 
Nevertheless, this preliminary evaluation does certainly not allow the conclusion that 
the generic research questions can be answered automatically. This Chapter may 
illuminate the answer to the question ‘Why do IT projects fail’, however it does in no 
respect seek to answer the question ‘What could be done to improve the situation?’. In 
short, it can be stated that only by clarifying the second question, the Comprehensive 
Problem-solving Picture can be completed. This discussion is finally presented in 
Chapter 9. 
 
In addition, the examination of each Unit of Analysis provides interesting findings. The 
first finding in this Chapter supports the central argument presented in Chapter 1 that 
the recommendations of the introduced project risk research cannot solve the underlying 
cause for project failure. Accordingly, to this prevailing underlying cause the selected 
stakeholders behave in a particular way, which evidently influenced the project outcome 
negatively. Another finding is that a quantitative approach based on a questionnaire 
would not have provided the insight required for this study. Finally, the theoretical 
expectation that an advanced definition of the selected stakeholders would limit this 
study can be supported. It seems that only the flexibility of the chosen research design 
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7 Holistic View on Project2 
7.1 Summary 
The second project conducted in this study is named Project2. In contrast to Project1, 
Project2 promises an interesting additional aspect: The operating company, represented 
by the Gatekeeper HeadPM, had just achieved a notable project management award. 
Yet, HeadPM explained that the special effort, due to which they had received this 
award, had not been deployed in all projects; nevertheless all projects followed the same 
internal project management methodology. This internal high standard, as well as an 
excellent project manager on the job, contributed to the acceptance of Project2 for this 
study. 
7.2 Introduction 
The LOOP initiative consisted of several marketing concepts with the objective to 
increase the market share of the operating company by releasing new highly competitive 
products. From a technical point of view, Project2 had to provide new software 
functionalities to attract new customers. The business plan contained the prospect that 
Project2 should have been available on 15th November (commercial launch).  
 
The operating company is the German subsidiary of a European telecommunications 
cooperation. Besides the ownership of their own mobile network and a roaming 
agreement with other telecommunications co-operations, the operating company 
provides mobile data services and conventional telephone network services. These 
services are offered nationwide through their own stores and partner shops. 
Furthermore, the operating company utilises indirect sales channels such as speciality 
retailers and superstores as well as joint ventures with other cooperations and service 
providers.  
 
Project2’s operating company is a traditionally structured company, which employs an 
average amount of personnel and is lead by seven directors. At the time of the research, 
beneath the CEO, six managing directors were in charge of Finance, Networks, 
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Corporate Affairs, Information Systems, Sales & Marketing and New Business & 
Product Marketing. Furthermore, the CEO was supported by six administrative 
departments for (1) brand management, (2) human resources, (3) corporate strategy & 




Figure 1) Generic NW Project Life Cycle of Project2 
 
Projects within the company were assigned to the departments involved and executed as 
internal joint ventures. Project2 can be defined as the sub-project, which intends to 
deliver a technical solution. Owning to the technical content both technical departments 
have to be involved in this sub-project: First the Information Systems (IS), which is the 
department responsible for managing the information systems, and then the department 
Networks (NW), which oversees all network issues. Furthermore, to implement the 
requirements of the internal customer the support of operational departments is required. 
The integration of these operational departments is achieved by integrating the required 
resources in the project team. The generic project approach of NW structures every 
project by means of Gates. These Gates or checkpoints require certain documents, 
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which have to be accepted by the Networks Steering Group (NSG) to pass the Gate. The 
following Figure 9 displays the generic approach including the Gates, project phases, 
work packages and main deliverables. Additionally, the NW approach is linked to the 
generic project life cycle to provide a comparison between the two projects of this 
study. 
7.3 The IT Project Outcome 
Referring to Shenhar’s idea – as aforementioned - that ‘one size does not fit all’ when it 
comes to measuring the project outcome, it can be hypothesised that a project 
distinction is required to provide the possibility of comparing the project outcome of 
various projects. 
7.3.1 Project Distinction 
From a technical point of view, Project2 is a software project, which will add new 
functionalities to an already familiar system. The project team as well as the selected 
vendor for this project already had experience within this technical environment. 
Furthermore, similar projects had been executed in the operating company before. 
Therefore, Project2 can be assessed as a low-tech project. In reference to the 
Multidimensional Strategic Concept (Shenhar et al. 2001) for low-tech projects, the 
focus of the success dimension lies within the project efficiency as well as the impact on 
the customer. In particular, two success dimensions cover the traditional method to 
measure a project success, namely to meet the schedule goal, the budget goal, the 
technical specification and functional performance. Shenhar et al. (2001) argue that 
these success dimensions can be assessed in a short time frame after the project has 
finished.  
7.3.2 Meeting Schedule Objective 
The NSG Gate 2 was officially passed as planned, even though certain details such as 
the feasibility study and the contract signature with Vendor-Company01 had not been 
delivered.  
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On 24th April, the feasibility study was available in version 0.1, a first draft only. 
Version 1.0 of the feasibility study was available one month later on 18th May. 
Therefore, the NSG Gate 2 was passed on as a first draft. Furthermore, the contract with 
Vendor-Company01 was not signed, even though Vendor-Company01 was already 
working on their project tasks. It has to be mentioned that, from a legal point of view, 
no contract was negotiated between the operating company and Vendor-Company01. 
Already at Gate 2, the project team prepared for a worst-case scenario, in which 
weekend work was the recommended action in case unexpected situations required 
over-time. ProgMgr was informed about this situation in the project manager meeting 
on 13th June, where in total three weekends were reported available as a buffer for 
Project2. This buffer was finally not sufficient to cover the occurrences between Gate 2 
and Gate 3b such as the difficult procurement process, additional change requests and 
technical issues of all natures. Therefore, already from August, weekend work and 
extensive overtime was required from the project core team members. Furthermore, one 
of the unexpected occurrences was the request of the internal customer to change the 
commercial launch date, Gate 3b. Instead of January +01, the internal customer 
expected Gate 3b on 15th November, because the product was the key product for 
Christmas business. Owing to a misunderstanding at the beginning of the project, Gate 
3b was scheduled for January +01 after the production freeze. This misunderstanding 
was recognised in May and lead to a top management escalation. By decision of the 
management the commercial launch was requested for November. Apart from this time-
consuming escalation, PM had to update his project schedule accordingly. Finally, Gate 
3b was scheduled for 27th November. Owing to these occurrences the milestones 
between Gate 2 and 3b were not met as scheduled. Nevertheless, on 27th November the 
commercial launch was delivered and celebrated as a great success. Congratulations 
from the internal customer, from the head of consulting and projects as well as from the 
director level were received on 30th November. In the final project performance 
evaluation the key performance indicator (KPI), which had been prepared by PM for his 
own Project2 as required by the internal project management methodology, shows that 
Project2 outperformed by 115.76 per cent in terms of time. This result was calculated by 
the difference between the first Gate 3b and the second Gate 3b, which was imposed on 
the team by the management decision.  
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Considering solely the delivery of the important Christmas product functionality, the 
schedule objective was in fact met. Of course, this functionality, the new product, was 
the main objective for Project2. The researcher’s view ignores sub-objectives; sub-
objectives such as delivering a product quality do not add uncalculated risks to the 
overall IT landscape. The section ‘meeting technical and functional objectives’ intends 
to provide the required insight that Project2 added an uncalculated risk to the overall IT 
landscape. Therefore, to offer an objective view on Project2’s approaches and systems, 
the time required to manage these uncalculated risks had to be added. As a result, it 
became evident that Project2 could not meet the schedule objective if an objective view 
was applied.  
7.3.3 Meeting the Budget Objective 
The project management methodology handbook explains that the project manager has 
a virtual budget. In the case of Project2, PM had a virtual budget for the external vendor 
and was also responsible for tracking the man days of NW resources. Both numbers 
were controlled by the internal system ‘Clarity’. 
 
A fix price contract with Vendor-Company01 was negotiated and subsequently signed. 
During the negotiation process the central procurement department of the operating 
company was able to slash the price by 30 per cent. In a separate project meeting, 
Vendor-Company01 explained that they had to generate a margin with for this project, 
because previous projects with the operating company had not delivered the required 
margin. This statement was discussed in the project meeting, yet, nevertheless, the 
central procurement department brought down the price. The final contract was 
concluded on 8th June. Already by the end of May, PM reported that he expected an 
additional service invoice from Vendor-Company01. ProgMgr and PMtech were not 
surprised and recommended to clarify this issue with the internal customer. In this 
meeting the internal customer accepted the invoice and agreed that it would be paid with 
his budget – incidentally, a budget, which is not related to Project2; this additional 
invoice already covered 50 per cent of the price reduction achieved during the 
negotiation.  
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Further additional service charges were expected due to the new delivery date of 27th 
November, because more resources were required by Vendor-Company01 to deliver the 
same functionality as earlier in the project. One of these extra invoices was covered via 
the project budget, which finally covered also the second 50 per cent of the negotiated 
price reduction. Evidence of further service invoices of Vendor-Company01 could not 
be collected in this research, but comments hinting at the possibility were frequently 
overheard. In this study, the planning phase of the man days was presented in the 
required documents for Gate 0 and Gate 2 and was afterwards taken over into ‘Clarity’. 
The documents RIA, PRD and Feasibility Study contain solely the planning numbers 
for the NW resources. Other planning numbers such as the expected man days for IS 
resources are not included in these documents. During the project meeting on 30th May, 
PM and PMtech explained to ProgMgr that they did actually not track their progress 
utilising the system ‘Clarity’. Only the final spreadsheet, in which the man days of the 
different departments were estimated, may provide an overview. This final spreadsheet 
for Project2 lists up the amount of man days for three departments mentioning two 
names from January until May. Resources including PM and PMtech or other IS 
resources and internal customers such as ProgMgr are missing - as well as any figures 
from June to December. In other words, neither Clarity nor the final spreadsheet 
provided any information about the number of days spent on Project2. As a result, it can 
be deduced that an overall realistic budget overview of Project2 was not possible. In the 
final performance evaluation, the KPI for the internal effort (man days) was put down as 
100 per cent, yet commenting that this value could in actual fact not be assessed, as no 
time recording was available. Besides this statement, the fact that the main project 
objective was only achieved by extensive overtime and weekend work of the project 
core team, was neither mentioned nor considered in the KPI. Therefore, as can be seen 
from these findings, the 100 per cent achievement of the internal effort KPI does not 
provide a realistic view of the effort required. The second KPI that is important for this 
section can be defined as the budget KPI, which was outperformed by 120.37 per cent 
and was based on the negotiated price reduction. Additional service charges were not 
included in this KPI. Once more, also the budget KPI does not seem to provide a 
realistic view of the budget required. 
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Furthermore, both KPIs did not consider the budget that was required to manage manual 
workaround solutions created in Project2. These manual workarounds have been left as 
an uncalculated risk in the IT landscape. 
 
In summary, both KPIs evidently cannot provide a realistic picture of Project2. The 
budget objective was not achieved by Project2. 
7.3.4 Meeting Technical and Functional Objectives 
The congratulations that were received from the internal customers include appraisals 
such as that the product quality was very good as well as the number of new customer 
registrations. In the final performance evaluation, the KPI for deliverables was set at 
86.36 per cent. This final consideration of the technical and functional objective did not 
include the manual workarounds for unexpected occurrences. From a technical point of 
view, the operating company had a large and very complex IT landscape, which 
delivered the various services to their customers. Their business evidently depended 100 
per cent on this IT landscape. The individual technical areas were maintained by various 
departments, which participated as project team members in the various projects. 
Generated by Project2, several technical issues were created which were dealt with by 
manual workarounds. The first major manual workaround can be seen as the load 
balancing, a system that regulates overload situations to avoid system failures. An 
overload can be caused, for instance, when too many new customers register 
simultaneously due to a new Christmas product. One system failure may cause a chain 
reaction or a so-called bottleneck situation with the effect that the customers cannot 
register anymore or – even worse – may effect the overall delivery situation for all 
customers, which would be indeed a dramatic situation for a telecommunications 
provider. This issue was raised within the company at the beginning of May and 
frequently discussed until the decision was made to create a manual workaround due to 
the lack of sufficient time and resources for an alternative solution. In contrast to an 
automatic solution, in which a system would control the load, the load is manually 
directed (over pre-defined fix tables). The second manual workaround can be defined as 
recharge, which means that, owing to an internal interface issue, recharges for cancelled 
vouchers are credited to the customer, however the time bought is not deducted from 
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their account. The danger would be that if such a situation becomes public knowledge, 
customers could misuse the situation. In this case, considering the fact that the operating 
company was at that time one of the three largest mobile communication providers, the 
risk would have been the considerable financial impact. In fact, PM confirmed in a mail 
that this issue could not be solved within the time available and thus a manual 
workaround was accepted again. On the other hand, the impact was subsequently 
analysed and the number of recharges, which belonged to this specific case, were 
accessed as limited. Therefore a manual workaround was installed, in which somebody 
had to manually correct the accounts of the customers who had their vouchers cancelled. 
Of course, owing to the bank holidays over Christmas the manual process was expected 
to be very slow. Interestingly, after passing Gate 3b the risky process was handed over 
to operations. Project2 ended eventually by passing Gate 3b and for both manual 
workarounds no projects were initiated to establish an automatic solution. Owing to the 
fact that these two manual workarounds were directly caused by Project2, these 
functionalities belong to Project2. A manual workaround may be acceptable for the 
more important objective of providing the customer with the desperately required 
Christmas product; however, the stability for the overall IT landscape would have to be 
guaranteed as well.  
 
In other words, Project2 created side effects of uncalculated risks for the overall IT 
landscape. Therefore, Project2 was assessed to have failed to deliver the technical and 
functional objective. The next section elucidates the impact of these uncalculated risks 
on the operating company. 
7.3.5 The Impact on the IT Project Outcome 
The project efficiency as described in the previous Sub-chapter concerning meeting 
timescale, budget and functionality, intends to offer a first insight into how well 
Project2 performed. However, to finally assess the project outcome, the impact on the 
customer has to be analysed as well.  
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Organizational Impact 
Owing to the extensive overtime and weekend work, the involved project core team 
members had to work full-time on Project2. Furthermore, the increasing number of 
meetings due to this situation also reduced the net time available for operational tasks. 
As a result, all parallel activities were postponed. PM and PMtech, for example, 
postponed finalising the project charter for Project2 and all activities concerning R18 in 
May. The Unit of Analysis 4 intends to examine the positive and enthusiastic nature of 
PM and his obvious ambition to become an excellent project manager. Project2 was the 
first project for PM, in which this extensive timely investment became necessary. 
Subsequent to Project2, the postponed tasks for R18 and the fix release schedule from 
IS forced PM to execute the next project under the same pressure. Apart from the fact 
that the project team members involved in Project2 created due to their actions a 
negative impact on future projects, the manual workarounds also had a strong 
organizational influence on the outcome. Assuming that the outcomes of manual 
workarounds were deployed in other projects as well, the logical consequence would be 
an increasing complexity of a fragile IT landscape and thus IT projects in this 
environment. 
 
In June +01, the situation of operating a fragile IT landscape escalated and a major 
weekly newspaper printed the headline: “IT has joint guilt in the crisis of the operating 
company” (pmm-othe-070608-crisis_based_on_it). The article criticises the poor IT 
implementation, which inevitably lead to an inflexible IT landscape.  
Financial Impact 
The financial impact can be seen as a chain reaction. Firstly, individual projects such as 
Project2 require considerably more time. This time is covered by the salary of the 
employees working for the operating company and additional service invoices of the 
vendors. Secondly, important tasks may be ignored which reduce quality - quality in the 
form of manual workarounds, which require new projects if a certain quality is required 
to avoid a fragile IT landscape. The financial impact is an increasing number of 
projects, which are solely focused on technical – quality – issues. Thirdly, parallel 
market oriented projects, such as R18 for PM, could not be started as planned and 
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would either be postponed or require additional resources to be executed. Owing to the 
complex and fast-changing mobile communications market, these market-oriented 
projects are required to deliver new and up-to-date products to remain successful within 
the market. In summary, the financial impact of this situation on the operating company 
appears to be significant. However, Project2 cannot be made responsible for this 
considerable financial impact alone. Yet, it seemingly outlines the internal situation of 
the operating company. The manual workaround recharge, for example, provides 
evidence for the described chain reaction. In this example, one department deployed an 
outdated interface technology, which was not compatible with the interface technology 
deployed in the other current projects. Apart from the lack of resources of this 
department to support Project2, new technical – quality – focused projects were 
required to update this outdated interface technology. In short, these technical projects 
caused additional costs without having any effect on the market. Hence, the fact that to 
request the required budget for these technical projects from a market-oriented 
management is extremely unpopular requires no further discussion. Consequently, these 
technical projects have been avoided. 
 
Whereas the organizational impact seemed to have been played down by the operating 
company, the financial impact could apparently not be denied so easily, especially after 
this impact had been publicised in the press. Apart from the first article previously 
mentioned, which links the fragile IT landscape with the lower margin of the operating 
company (pmm-othe-070608-crisis_based_on_it), other articles focus on the financial 
situation of the operating company. For example, the operational margin of the 
operating company was described to be considerably behind their competitors. 
Furthermore, the press reported that - despite an increase of new customers subsequent 
to Project2 had been launched41 - the revenue was decreasing. These articles highlight 
the financial effect on the operating company – despite an increase of new customers 
the operational costs increased more rapidly; operational costs which are based on, for 
example, executing and maintaining manual workarounds or additional quality oriented 
projects. 
                                                 
41With Project2, another large customer-oriented project was launched, which was expected to contribute 
to an increase in customers. 
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To conclude, all these published articles underline clearly that the operating company 
was actually successful in winning new customers, but the overall profit was decreasing 
owing to increased operational costs. Ultimately, this situation could not be kept secret 
and was published in the press. 
The Human Impact 
According to the significant organizational and financial impact, it is evident that 
human impact cannot be avoided. In addition to the pressure of the current projects in 
the form of weekend work and extensive working overtime, the operating company 
acted upon the published articles: The German top management was replaced, between 
700 and 1000 jobs were cut and the internal organizational structure was changed. In the 
new organization, HeadPM, the manager of NW, took over different responsibilities for 
a smaller group, which was not executing projects. The overall effect on the operational 
employees was an increased level of frustration and fear of losing their workplace. Even 
if PM was recognised as an excellent project manager - and he did not have to fear 
losing his workplace - the level of frustration nevertheless increased and at some point 
he was actually about to leave the operating company for this reason. 
 
In summary, Project2 was internally celebrated as a successful project. Nevertheless, 
except for the successful delivery of the desperately required Christmas business 
product, Project2 merely managed to contribute to a more complex IT landscape. 
Furthermore, combined with side effects of other projects executed within the operating 
company, this factor had a major impact on the organizational, financial and human 
side. As aforementioned, Project2 is a low-tech project, which had the objective of 
realising a new product. The product idea itself was created by the internal customer, 
and therefore, the market acceptance of this product is basically not a success which 
Project2 can be credited for.  On the one hand, Project2 delivered the technical product 
just in time for the Christmas business, on the other hand, in reference to the 
Multidimensional Strategic Concept, meeting the schedule, budget and 
technical/functional objective with the impact on the customer were already the initial 
success criteria.  
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Apart from the last milestone of delivering the required product, no milestone was met 
either by date or content. Even by meeting the last milestone date, from a content point 
of view, the element of manual workarounds delivered sufficient reason to devalue this 
suggested achievement. Furthermore, the budget objective was evidently not met. Even 
without considering the unavailability of the budget figures, the weekend and extensive 
overtime work as well as the additional service invoices of Vendor-Company01, 
demonstrate this clearly. Finally, from the technical side effects of the manual 
workarounds to issues caused by this new product and in combination with other 
projects, all these factors contributed without doubt to an overall negative impact on the 
operating company. Therefore, the conclusion can be drawn that Project2 was not 
executed successfully.  
7.4 The Project Environment 
7.4.1 The Organizational Culture 
The findings of this research give evidence of one particular, culturally influenced 
behaviour pattern in Project2 that requires filtering. This behaviour can be described as 
the pressure executed on PM – presented as a green or yellow project status in the initial 
phase of the observations.  
 
During the project manager core team meetings, ProgMgr was pushing for a green or 
yellow status even when he knew the real status. ProgMgr frequently joked about this 
status, which he called ‘cherry-green’. ProgMgr was supported by PMtech who also 
preferred a green or yellow status. At the end of June, when the weekend and extensive 
overtime work had started, PMtech still supported a green status for R17, even when he 
had already acquired a different opinion - as the next Chapter intends to show. PM was 
also asked by his direct manager PMmgr via email whether a green status could be 
reported for Project2 one day later. In addition to this mail, PMmgr personally discussed 
this issue with PM as well, presumably to convince PM that a green status was justified.  
Even though PM initially displayed some reluctance, PM finally complied with the 
request by providing a green status. Yet, the project status report of 19th May showed 
an overall yellow status, although the detailed status listed two dark yellow and two 
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bright yellow traffic lights. The two dark yellow clearly indicate the strong tendency 
toward red. Ten days later, based on the two escalations around the earlier launch date 
and the recharge issue, PM wanted again to report status red for his project, but was 
convinced once more by ProgMgr and PMmgr to report an overall yellow status. In 
July, after the project schedule had been adapted to the earlier requested commercial 
launch date with the effect that the duration of the testing phase decreased, and even 
being aware that Vendor-Company01 had delivered an unacceptable quality standard in 
the previous two projects, PM reported an overall green project status. Despite the 
challenges in July and August, the overall project status never changed to red. During 
the interview with PM, he admitted that personally he perceived Project2 as ‘not green’; 
the dark or bright yellow lights would not have any impact at all. By the end of 
November, when the second test phase had failed and ProgMgr had already taken over 
other responsibilities, which required his complete attention, PM eventually reported the 
first red status.  
7.4.2 The Socioeconomic Environment 
The business plan of the internal customer requested a flexible configuration of the 
credit expiry due to an on-going legal dispute. Yet, three months later a verdict was 
published, which forbade an expiry date for pre-paid credits. At first this verdict seemed 
a surprise for PM and PMtech, who immediately validated the changed situation and the 
impact on their project. After two meetings, however, they were satisfied with this 
verdict, as it had apparently no impact on their technical specifications due to the fact 
that the required functionality was already included in the business plan.  
 
Whereas the internal customer considered a legal discussion in his specifications, PM 
and PMtech did not consider any impact from the socioeconomic environment. 
Interestingly, the ongoing legal debate was not actively considered until the impact was 
analysed in the verdict. On this basis, it is evident that Project2 did not consider the 
socioeconomic environment.  
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7.4.3 Template Analysis of the Organizational Environment 
The principal area of maturity of the project environment can be seen as the project 
strategy. However, in Project2, out of the four key success factors – as defined in the 
previous Chapter, the operating company did not genuinely implement one single 
factor. Within the boundaries of project management professionalism, the second area 
of maturity assessment, the operating company of Project2 implemented the key success 
factors ‘pay’, ‘make project management a career track’ as well as basic elements of 
‘nurture competence’. The remaining key success factors were evidently not fully 
implemented, which indicates a lack of project environment maturity.  
 
The third area can be defined as the project management methodology; the project 
management handbook is a guideline, which provides the tools and techniques for 
executing projects within NW. In detail, the handbook contains the project life cycle, 
tools and techniques as well as important links to other internal processes owned by 
other internal departments. Owing to the internal purchasing department’s ownership of 
the procurement process, this project management knowledge area was excluded for this 
analysis. Especially in reference to scope, cost and quality management the project 
management handbook (even though not owned by NW) contains a detailed description 
of tools and techniques. The communication and change management also provide a set 
of tools and techniques for the project execution, which in comparison to the first three 
project management areas are not defined in detail. The integration and risk 
management areas can offer basic support for a project manager. In view of the project 
management handbook’s significance, the existence of the mandatory documents allows 
drawing the conclusion that the NW project management methodology provides a light 
set of tools and techniques. Even when delivering the required documents, this 
methodology seems to offer sufficient room for a project manager to decide how to 
execute the project management knowledge areas - such as the risk management in 
which three optional templates are provided without any further description. On the one 
hand, this maybe the strength of this approach, as it requires only a minimum of 
documents and processes from and provides freedom for the project manager to deploy 
his or her own experience and knowledge in order to achieve successful project 
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execution. On the other hand, this may also be the challenge, as this approach requires 
vast experience and widespread knowledge from a project manager.  
 
Even the availability of the NW project management methodology and other internal 
processes seems not sufficient for a mature organizational environment. The project 
strategy and project management professionalism apparently also cannot support a 
successful project execution42. 
7.5 Template Analysis of the Applied Project Management 
Despite PMmgr’s and ProgMgr’s management support and the resulting limitations due 
to, for instance, the lack of an STC as well as appropriate resources, PM managed to 
deploy project management processes. The presented outputs intend to give an overview 
of the type of documents that were utilized. In the context of this research, a further 
evaluation of the project management processes quality level was assessed as not 
required. If the majority of the outputs are found, the assumption can be made that the 
project management area was actually deployed at least at a minimum level. Regardless 
of the level, the general ‘yes’ signalises that the project management knowledge area 
was deployed in Project2. In some cases the tools and techniques were not appropriately 
used, or the documents were not completed or maintained, and therefore the related 
project management area was rated as ‘basic’.  
 
Findings indicate that the project management knowledge areas integration, scope, 
quality and change management were executed as required by the NW project 
management handbook and the related internal processes. In particular, some of the 
requirements, such as the delivery of a signed PRD two weeks after Gate 2, were not 
met, however, all in all, the evidence seemed sufficient to assess these project 
management knowledge areas as deployed. Concerning the two project management 
knowledge areas cost and communication management, the collected evidence 
demonstrates that these processes were deployed only on a basic level.  
                                                 
42A summary is provided in Table 12 in Appendix E. 
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Whereas the primary knowledge management areas are defined to a certain extent by 
the project management handbook and related internal processes, the time knowledge 
management area requires the professional knowledge of the project manager. In this 
area, Project2’s PM, together with the project core team and Vendor-Company01, 
showed his strength through professional creation and efficient maintenance of a project 
schedule. 
 
As seen from the research findings, the remaining project management knowledge 
areas, ‘human resource’ and ‘risk management’, were not executed appropriately and 
according to the recommendations. As a result, owing to the obvious lack of 
responsibility the procurement management is excluded from this assessment.  
 
In summary, a project management methodology was deployed in Project2 even though 
the outcome indicates the strong need for improvement43. 
7.6 Conclusion 
As is shown in this Chapter, Project2 was able to deliver its primary objective to launch 
Christmas business. Except for the punctual delivery of the primary objective, all other 
objectives within the requirements for a low-tech project were clearly not achieved. In 
addition, weekend work and extensive overtime as well as additional service invoices 
from Vendor-Company01 altogether exceeded the planned budget. Furthermore, the 
secondary objective, namely to deliver a software quality which would not interfere 
with the stable IT landscape, and which should have been supplied by the internal 
quality process, was not achieved. The internal quality tests were successfully passed, 
yet manual workarounds were introduced as well. These manual workarounds were 
installed and not resolved with required and appropriate follow-up procedures. 
Assuming that the project execution in this operating company was similar to all other 
internal projects, the consolidated side effects create evidently a complex and fragile IT 
landscape. This resulting situation could not be concealed and the press reported about 
the company’s IT landscape. Furthermore, the correlation between maintaining a 
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complex and fragile IT landscape and the decreasing profit situation – even when 
increasing the number of customers after Christmas – was recognised by the press. On 
the one hand, this shows the requirement for more financial resources to initiate new 
projects to support the fragile IT landscape. On the other hand, the decreased profit 
situation lead to the described financial impact. This financial impact resulted as a 
consequence in an organizational and human impact. 
 
The Holistic View on Project2 starts with the organizational culture, which describes a 
certain behaviour that has to be considered as insufficient for drawing a conclusion 
without any further evidence to complete the approach of triangulation. This behaviour 
is the request of the management to receive green or yellow status reports. The 
socioeconomic environment was clearly not considered by the stakeholders of Project2 
despite an ongoing legal debate, which was considered in the requirements of the 
internal customer and finally managed to deliver the flexibility required. Furthermore, 
the organizational environment, the maturity of the operating company supporting a 
successful project execution, can be seen as low. Even the apparent availability of the 
NW project management methodology as well as other internal processes provided to be 
insufficient for a mature organizational environment.  
 
To sum up, five of the ten project management knowledge areas were deployed in 
Project2: while the procurement management was excluded in this assessment, the risk 
and human resources management processes were evidently not installed by the project 
manager, and the cost and communication management were only deployed at a 
rudimentary level. 
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8 Unit of Analysis in Project2 
8.1 Summary 
This Chapter presents the Template Analysis based on the collected evidence for one 
Unit of Analysis of Project2. Previous findings have indicated the importance of Unit 
Analysis for the project outcome, and thus this specific unit was selected. The fourth 
Unit of Analysis, which is presented in this Chapter, intends to provide insight into the 
motivation of both the project and the technical project manager.  
8.2 Unit PM of Project2 
Unit 4 is selected for the purpose of providing the possibility to examine the influence 
of the central performers in projects, the project managers, on the project outcome. For 
this purpose, PM and PMtech, due to the lack of a project sponsor in Project2, were 
selected. Furthermore, the selection of a project manager for unit four may support 
further evidence for the analysis of project managers in different environments. It is 
important to consider that after Project2 had passed gate0, PM and PMtech were 
assigned for NW and IS respectively; both PM and PMtech executed Project2 until the 
closing stages of the project. 
8.2.1 Resistance of Unit PM inProject2 
Project2 can be seen as an average IT project, except for the fact that this project aimed 
to produce a new product for the Christmas business and no alternative was made 
available. Project2 did not receive any special management attention, such as the 
participation of a top management project sponsor or an exclusive staffing of the project 
office. In fact, Project2 did not have a steering committee and the support (one person 
for four hours a day) for the project office was withdrawn in September. Nevertheless, 
PM and PMtech neither expressed any form of resistance, nor any form of 
unconventional or irrational behaviour of discontentment at work could be observed. 
Both stakeholders, however, seemed to have recognised disconcerting situations such as 
the lack of a steering committee, yet this awareness apparently did not lead to a form of 
discontent at work. The following examples intend to investigate how PM and PMtech 
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managed to overcome the challenges of Project2 in order to launch the Christmas 
product as scheduled.  
Purchase Order for Vendor-Company01 
At the beginning of May negotiations were still ongoing despite the fact that Vendor-
Company01 was already working on the project, Vendor-Company01 requested an 
initial payment for the time they had already invested in Project2. With the focus on the 
already tight project schedule, PM by-passed the procurement process to accelerate the 
process of providing the required purchase order to Vendor-Company01 as much as 
possible. One month later, at the beginning of June, the time-consuming procurement 
process still could apparently not deliver the final purchase order, and Vendor-
Company01 announced again to discontinue working on Project2. As a result of this 
imminent threat, PM immediately required clarification from the internal purchasing 
department, which recommended that PM should take care of this purchase order in 
such way that he himself should directly contact everybody who was involved in the 
purchasing process. In both cases, PM actually invested additional time to deliver the 
required purchase orders to Vendor-Company01. In fact, PM was successful in 
delivering both purchase orders last minute, and thus Vendor-Company01 did not 
suspend Project2. It seems important to point out that PM had to manage Project2 
simultaneously with only one support person (four hours a day) in the project office and 
handling the diverse escalations.  
New Commercial Launch Date 
One of the largest escalations happened at the earlier commercial launch date in May. 
Having recognised the misunderstanding in April, PM and PMtech explained why an 
earlier commercial launch date would be very difficult to realise. Not surprisingly, PM 
and PMtech had to invest their time in several meetings, lead intensive debates with the 
involved stakeholders and prepare numerous slides visualising other possibilities and 
effects on Project2. Yet, despite their extensive investment of time and effort trying to 
explain the effect and involved risks of this suggested change on Project2, the top 
management insisted on the earlier commercial launch date. Subsequent to the refusal of 
their alternatives on 29th May, PM and PMtech immediately integrated the new 
commercial launch date into the project plan and reconciled the new milestones with 
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Vendor-Company01. Again PM and PMtech invested a considerable amount of time to 
clarify the effect of this change request on Project2. It seems crucial to underline that, 
despite the refusal, PM and PMtech accepted and understood the requirement of the 
internal customer for a Christmas product and updated the project schedule accordingly.  
Additional Issues during the Planning Phase 
Furthermore, in the same period of time between April and July, other types of 
escalations and challenges had to be managed: The recharge issue was recognised in 
May, however accompanied Project2 until December. Owing to the limited amount of 
resources and time, PM and PMtech selected the pragmatic approach of a manual 
workaround. Another issue was the integration of the department SG. Only following a 
heated debate, department SG was invited to participate in the project team meetings 
with one representative, who however did not have the required authority to make 
decisions. It has to be added that the actual importance of department SG is due to their 
technical involvement in the recharge issues. One of the interface programs, which are 
owned by department SG, was the bottle neck to transfer the required information 
within the internal IT landscape. After an intensive discussion, which delivered nine 
alternatives, PM and PMtech selected the solution ‘manual workaround’. In addition, 
PM delegated all tasks involving department SG from his project schedule into a 
separate project schedule. Yet, even by excluding the SG tasks from the project 
schedule, some technical issues remained, and, in combination with the continuing weak 
staff co-operation, required additional time from PM and PMtech. 
 
Another issue that occurred at the beginning of June was the load balancing. In the same 
way as for the issue recharge, PM and PMtech selected the pragmatic approach of a 
manual workaround, which was as a matter of fact IS’s preferred approach. Other minor 
issues, such as the verdict in June or MSISDN and SOX compliance, were dealt with 
simultaneously. These issues may help clarifying which tasks PM and PMtech had to 
manage besides the day-to-day project management tasks within the planning phase. 
Despite the limited support from the project office, PM and PMtech were actually 
successful in finding solutions to all issues.  
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Testing 
The second part of the build phase is the project execution phase. As outlined in the 
previous Chapter 7, within the execution phase the main tasks for the internal project 
core team was the testing of the software, which was delivered by Vendor-Company01. 
In the beginning of August, the first internal tests were performed, which were however 
not executed as planned. Already by the end of August, working overtime was not 
sufficient anymore and PMtech’s suggested ‘buffer’ to work on weekends, had to be 
deployed. Depending on their tasks, this included not only PM and PMtech, but also the 
complete project core team. It was highly interesting to observe that, despite the high 
number of escalating issues in August and the lack of a steering committee, which could 
have made the required decisions, PM did not lose his enthusiasm. In addition to the 
first internal tests, Vendor-Company01’s level of quality of had clearly not reached the 
expected level. Despite the negative experiences made in their collaboration with 
Vendor-Company01, which was in fact discussed in the project core team meetings, PM 
planned with the project core team two complete test scenarios for the software 
developed by Vendor-Company01. Owing to the earlier commercial launch date, the 
duration of this period was further decreased by some weeks. In October, the second test 
scenario was not passed and a third test scenario was required. By 25th October some 
tests were still not completed, and PM reported a rest status for Project2. Only the 
utilization of a software patch, which was delivered last minute, enabled a successful 
test, subsequent to which the ‘green light’ for a commercial launch was given on 16th 
November.  
 
In summary, after the project planning phase, PM and PMtech continued managing the 
project execution. It was apparent that, due to the numerous issues - the lack of project 
office staffing as well as of a steering committee and the need for ProgMgr and PMmgr 
to report a ‘green status’ - limitations on the project delivery transpired and moreover 
extensive overtime and weekend work was necessary. Nevertheless, it could be clearly 
detected that these limitations and work conditions did not lead to a form of 
unconventional or irrational behaviour among the main stakeholders. 
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8.2.2 The Impact on the Project Outcome 
Owing to the limitations within Project2 for PM and PMtech, the customary project 
management functions were not executed as required. Before May, PM was evidently 
able to execute at least some project management functions - as described in the Chapter 
Holistic View of Project2 - however, after that, PM and PMtech were mainly involved 
in solving additional issues which consumed the majority of their time and allowed only 
little time for executing the crucial project management functions. In fact, PM 
communicated this demoralizing situation during the project manager core meeting 
stating that, due to the numerous amounts of meetings, he was behind schedule in 
delivering his most important tool – an up-to-date project schedule and that in his 
workload was by far too high. PM and PMtech were apparently in the same situation 
and forced to sacrifice an appropriate project management system in order to solve all 
the issues involved. The negative impact on Project2 was that all project management 
functions were reduced to a limit or ignored. For example, the project schedule was 
allegedly PM’s most important tool to execute a project. However, already at the 
beginning of August, PM was not able to update his project schedule accordingly 
anymore. Another good example would be the PRD, the project charter, which was 
available in version 1.0 on 27th July. Despite the availability of the PRD, this document 
was not signed in July and several additional changes were requested by the internal 
customer. Finally, the PRD was signed at the end of November, only one month before 
the commercial launch date. Again, this required additional time and resources in a 
phase where PM’s attention would have been required solely toward the project 
execution. By viewing the outcome of Project2 superficially, one could argue that 
Project2 actually delivered successfully the required Christmas product with a minimum 
of project management effort. This minimum of project management effort – only one 
project manager and 50 per cent of human resources in the project office – might have 
saved a considerable amount of budget, because no other additional resources were 
required, and the extensive overtime work of internal resources was maybe not 
important – especially when no appropriate control processes were employed. The 
reporting of the effort of internal resources seems even more influential, because the 
internal effort can be seen as a KPI for the performance of the project manager. In 
particular, the project manager has to choose between a negative KPI when reporting 
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the real amount of overtime and weekend work, or a positive KPI by not reporting the 
true amount of overtime and weekend work. In Project2, PM reported a positive KPI for 
internal effort. HeadPM congratulated PM for his successful project execution during 
the internal final presentations of the project outcome. Interestingly, HeadPM did not 
know about, and therefore did not mention, the extensive overtime and weekend work. 
Furthermore, HeadPM did not discuss the manual workarounds, which would have 
required additional new projects and therefore would have caused extra cost. Thus, 
these findings indicate that the resulting uncalculated risks were not considered in an 
appropriate way to secure a stable overall IT landscape for the operating company. In a 
second, extended session, the project outcome was presented to PMmgr. During this 
discussion PM and PMtech mentioned the extensive overtime and weekend work as 
well as the lack of an appropriate staffing of the project office. PMmgr reacted surprised 
and answered that in his view a 50 per cent human resource cover of the project office 
was sufficient. Internally, Project2 was celebrated as a success, because it managed to 
deliver the urgently required product for the Christmas business. This success was only 
made possible by the extensive overtime and weekend work of the project core team, 
and especially of PM and PMtech. Apart from this achievement in the form of the 
primary project objective, all other project objectives were sacrificed as described in the 
project outcome section in the Chapter Holistic View of Project2. 
 
In summary, owing to the apparent pragmatic behaviour and extensive overtime and 
weekend work, PM and PMtech were successful in delivering the primary objective. On 
the other hand, to achieve this purpose, they were forced to reduce all other activities, 
which may have helped achieving an appropriate level of quality of the sub-objectives. 
The low level of quality of the sub-objectives in the form of manual workarounds 
created evidently an uncalculated risk for the overall IT landscape. Furthermore, prior to 
Project2, the operating company could be seen as a very successful and profitable 
company, which included an open-door-policy and excellent work conditions. 
Redundancies were never an issue in the company history; however toward the end of 
Project2, this situation was changing dramatically. After the dismissal of between 700 
and 1000 personnel in Germany, replacement of the top management level and the re-
organisation of the structure of operating company several times, the willingness of 
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employees to invest extensive overtime and weekend work was seemingly not present 
anymore.  
8.2.3 Template Analysis of the Motivation of Unit PM in Project2 
Whereas the first Units of Analysis examined stakeholders that perceived the building 
blocks very similar or very different, this Unit shows the ones that distinguished only 
slight differences. In detail, for instance, the building block ‘Fostering High, Non-
Comparative Standards’ is perceived differently by PM and PMtech. It was evident 
during the observation that PMtech recognised the lack of appropriate project 
management in Project2. However, possibly due to his legal status within the operating 
company, PMtech did actually not complain excessively about this situation. During the 
interview with the researcher of this study, PMtech presented openly his opinion; for 
PMtech the focus was on pragmatism and release management instead of deploying an 
appropriate project management methodology (int-060613-pmtech).  He argued that in 
his view - even without project management training - only 10-15 per cent of the 
required elements “required in the books” (int-060613-pmtech, p. 3) were actually 
deployed in Project2. Especially the lack of an STC - signing a project charter at the 
beginning of the project - and of a budget, were crucial shortcomings for PMtech. He 
emphasized that this building block did not contribute to an intrinsically rewarding 
environment; yet, ‘Fostering High, Non-comparative Standards’ with the purpose of 
creating a culture of competence based on the link with standards, was in his opinion 
contributing to an intrinsically rewarding environment. It was fairly obvious throughout 
the observation though that the limited time and resource situation in the project office 
could not provided the basis for an intensive fostering of high, non-comparative 
standards. Nevertheless, the tools PM deployed, especially his project schedule, were in 
fact of a high standard. In conclusion, from his point of view, the building block 
‘Fostering High, Non-Comparative Standards’ contributed to building an intrinsically 
rewarding environment. Despite the different perception of the four building blocks, the 
following Template Analysis may be able to elucidate the project process situation. It 
was fairly obvious that Project2 gave PM and PMtech the opportunity to pursue a 
worthy project. All building blocks supported their feeling of meaningfulness - that the 
project mattered and therefore PM and PMtech focused their time and energy on 
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Project2. Other tasks, such an additional project for the next release, which PM should 
have taken over, were postponed owing to the lack of time, which PM noticeably had 
invested into Project2. Furthermore, PM and PMtech were clearly rewarded with a 
sense of choice. Within limits, PM and PMtech had the freedom to make informed 
choices; for PM these limits were extended into exceptions: Firstly, the two purchase 
orders for Vendor-Company01, for example, for which PM utilised his informal 
contacts to top managers to push their approval for the desperately required purchase 
orders, and secondly, the invitation to present his project to the CEO in one particular 
meeting.  
 
The commercial launch date was perceptibly a major issue and change for Project2, as 
PM and PMtech naturally wanted to avoid an earlier commercial launch date because of 
the additional pressure and risk for the project execution. Therefore, they prepared the 
slides about Project2 effects and alternatives to be presented to the top management.. 
Despite their preferred commercial launch date on January +01, PM and PMtech 
accepted the top management’s decision for an earlier date. This demonstrated clearly 
that by accepting the importance of this product for the operating company’s Christmas 
business, PM and PMtech were rewarded with a sense of meaningfulness. Project2 was 
a valuable mission for both stakeholders, which then also mattered in the larger scheme 
of the operating company. Regarding the required changes of the new commercial 
launch date, PM and PMtech had all the information and the freedom to adopt their 
project accordingly. Backed by the same amount of freedom and level of information, 
PM and PMtech were able to find solutions for all other issues occurring in Project2. 
For issues of load balancing and recharge, manual workarounds were selected as 
appropriate solutions under the present circumstances. Circumstances, such as the lack 
of resources, time and – for the issue recharge - even the lack of participation of one 
department, was accepted by PM and PMtech. Whereas these circumstances did not 
interfere with PM’s sense of competence - he believed to be executing high quality 
work - PMtech did not share this feeling. Although the skills of both stakeholders were 
evidently not recognised, PMtech perceived the building block ‘Fostering High, Non-
comparative Standards’ differently. In his view, only 10-15 per cent of an appropriate 
project management system was in place, which – together with the lack of appreciative 
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feedback and recognising skill – interfered with his feeling of delivering high quality 
tasks. Yet, despite the lack of this feeling, PMtech actively supported the project 
execution, which contributed to creating a sense of progress. PM and PMtech seemingly 
felt the accomplishment of achieving their task purposes, however, due to the limited 
resources and time, it became palpable that overtime and weekend work was required to 
advance the project. Owing to the intrinsically rewarding environment as perceived by 
PM and PMtech, this time investment seemed reasonable. 
 
In summary, PM and PMtech perceived an intrinsically rewarding environment with a 
sense of meaningfulness, choice and progress. Even though the sense of competence 
was perceived to a different degree by PM and PMtech, the lack of this feeling did not 
limit PMtech in supporting Project2. Driven by this intrinsically rewarding 
environment, both stakeholders were apparently motivated to deliver the expected 
primary project objective despite the demanding circumstances such as the lack of time 
and resources as well as the presented project environment44.  
8.2.4 Discussion 
The fourth Unit of Analysis was intentionally selected to corroborate that the chosen 
research design is applicable to different settings (Figure 5), and therefore the researcher 
opted for a second project. Project2 varied substantially from Project1; both projects 
fulfil the required constraints, yet the holistic view of both projects revealed the 
differences. Project2 was a smaller project on a national scale, executed in a secondary 
company with a work environment that had been perceived positively (at that time). 
Utilizing the deployed framework Holistic View the researcher was able to examine the 
apparent project success: The structured approach demonstrates clearly that regardless 
of the internal positive perception of the project outcome, Project2 had in reality not 
been a success.  
 
This Unit of Analysis was defined on the basis of the discovered symptoms. Similar to 
Project1, the symptoms of Project2 indicated the significance of the project manager’s 
                                                 
44The Tables 16 and 17 in Appendix F provide an overview. 
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perspective. These findings indeed generate a great interest in related research on the 
importance of the project manager. As the job title already suggests, the project 
manager is a manager who is responsible for the project management (Gooch 1997). In 
this role, he or she interacts with the project stakeholders to achieve the project 
objective. Insofar, the project manager is the central performer and, as such, responsible 
for the project group culture. Consequently, the project manager plays a critical role 
(Jiang et al. 1998, 2001) in the success of the project. The importance of selecting the 
appropriate project manager for a project thus becomes obvious (Belassi and Tukel 
1996, Icmeli-Tukel and Rom 2001). Meredith and Mantel (1995) argue that the project 
manager should have both technical and managerial skills, which implies that he or she 
should be coming from middle to upper level management. The managerial skills 
include knowledge about motivation and so-called soft-skills (Hughes 2000). However, 
the project management skills as well as the experience of the project manager should 
not be underestimated (Kuprenas et al. 2000, McCray and Purvis 2002). Additionally, 
the Big Five traits play a crucial role in job performance. In Judge et al.’s (1999) study 
the authors affirm “that conscientious and emotional stability are the two Big Five traits 
most consistently related to job performance” (p. 637). All the same, Turner and Müller 
(2005) found out that nowadays individual competences, similar to the ones mentioned 
above, are not considered as a success factor on projects anymore. Although this study 
accepts the importance of these variables on project success (Dvir et al. 2006, Müller 
and Turner 2007), it focuses on the kind of behaviour that becomes visible during the 
project execution. A further evaluation as to whether the project manager actually 
shows the required competences is limited to the extent of motivational considerations. 
With the selection of this Unit of Analysis and in reference to the discovered symptoms, 
the critical role of the project manager can be verified in both projects of this study. In 
other words, due to the critical role of the project manager, both projects presented in 
this study would be incomplete without the view of the project manager.  
 
The discussion in Chapter 10 further examines the differences and similarities between 
the two projects and the project management views.  
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8.3 Conclusion Project2 
By giving the go-ahead for executing Project2, PM and PMtech took over the lead. At 
that stage both stakeholders had seemingly already recognised that Project2 was a 
challenge. PM’s and PMtech’s expectations became apparent by the change request of 
the commercial launch date; since the availability of the product was required for 
Christmas business, the commercial launch date was thus moved to December. In 
addition, several other issues, such as load balancing and recharge, had to be solved. PM 
and PMtech were successful in managing these issues by investing extensive overtime 
and weekend work to finally deliver the primary objective as required for Christmas 
business. This delivery was celebrated as a success. The price for this success is 
described in the previous Chapter, the Holistic View of Project2. 
 
The fourth Unit of Analysis delivers a different perspective in the form of not 
displaying a form of resistance. Additionally, this Unit of Analysis contributes a further 
crucial element to this study, which is the importance of the project manager. Similar to 
Project1, the project manager was identified as essential for the overall project outcome. 
This finding supports related research, which focuses on the importance of the project 
manager for project execution and outcome (e.g. Belassi and Tukel 1996, Jiang et al. 
1998, 2001, Icmeli-Tukel and Rom 2001). 
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9 Analysis of the IT Project Process Model 
9.1 Summary 
This Chapter summarises the findings of the previous Chapters by developing a model 
that assesses IT project processes, the IT Project Process Model. With the intention to 
speculate on the question why IT projects seem to fail, the Model is tested on the basis 
of the evidence collected.  
9.2 The IT Project Process Model 
The Model (Figure 2) was developed to demonstrate a generic approach, which intends 
to complete the Comprehensive Problem-solving Picture for IT projects. The 
applicability of this Model is tested by means of utilizing the presented evidence of the 
previous Chapters 5 to 8. It would appear that if the central hypothesis of this study, 
which can be defined as the integration of a lens of motivation, is feasible, then it can be 
assumed that this Model may be able to provide recommendations for all assessed Units 
of Analysis. These recommendations are aimed at explaining the individual underlying 
cause, which can be predicted as the responsible factor for the resistance of the involved 
stakeholders. The following Figure 10 summarises the IT Project Process Model: 
 
 
Figure 2) The IT Project Process Model 
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9.3 Holistic View 
Based on the analysis of the project risk research studies, the requirement to include the 
holistic view into an IT Project Process Model becomes evident. The socioeconomic 
environment, organizational environment and applied project management methodology 
were identified as fundamental elements of this holistic view. The discussion of the 
academic literature in Chapter 3 contributed to the integration of the organizational 
culture. Chapter 4 elaborated the simplified Model of IT Project Process with the result 
that - due to the external control over these influences - the organizational culture, 
socioeconomic and organizational environment were grouped up with the project 
environment and the separated applied project management (methods) - due to the 
project manager’s control over this influence. If the discussion of the requirement to 
include the Holistic View is feasible, the collected evidence for the Holistic View has to 
show the impact on the building block(s) of the involved stakeholders. Only if the 
project environment and applied project management have an impact on the building 
block(s) of the involved stakeholders, these subcategories are required in the IT Project 
Process Model. The following analysis is based on the collected evidence. Chapters 5 
and 7 present the evidence relevant for the Holistic View of both projects as a Template 
Analysis. The same approach offers the relevant evidence for the Motivation of the 
selected Units of Analysis in Chapters 6 and 8.  
9.3.1 The Project Environment 
The first category within the project environment is the organizational culture.  
The Organizational Culture 
In Project1 and Project2 some situations were identified as being externally controlled 
by the organizational culture. Therefore, these situations were filtered in a way so that 
the resulting behaviour of the individuals involved does not necessarily express the 
individual’s own rationale45.  
                                                 
45Ryan and Deci (2000) explain with the help of the Organismic Integration Theory (OIT) the effects of 
internalisation of behaviour in Chapter 3.4.  
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For the purpose of this study, the identified organizational culture is filtered and seen as 
a first indication. Following the principle of triangulation, further evidence is required to 
show that this filtered behaviour is based on the individual’s own rationale. It can be 
deducted that this behaviour destroys the intrinsically perception of an individual. This 
evidence – if present – is included in the motivational analysis46. The following 
discussion examines whether the organizational culture is required in an IT Project 
Process Model - as discussed in Chapter 3. This requirement has to be justified by 
presenting evidence, which is (a) important for drawing conclusions or (b) not available 
in the motivational analysis of the stakeholders.  
‘Scapegoating’ 
In Project1, the organizational culture ‘Scapegoating’ forced the project stakeholders to 
collect evidence and prepare for an imminent punishment. All stakeholders in Project1 
behaved accordingly and, for instance, collected evidence for their defence (Bonazzi 
1983, Girard 1986, Daniel 1998) 47.  
 
The effect on, for example, the building block ‘Providing Security’48 is for all involved 
stakeholders that this building block is not supporting an intrinsically rewarding 
environment. In other words, this behaviour forced by the organizational culture, 
‘Scapegoating’, is evidently not based on the involved stakeholders’ own rationale and 
therefore not internalised. Owing to the available evidence in the building block 
‘Providing Security’, the influence of ‘Scapegoating’ is verified and thus filtering of 
‘Scapegoating’ by the organizational culture is not required.  
Meeting Culture 
The second organizational culture in Project1 is the ‘Meeting Culture’49. In contrast to 
‘Scapegoating’, no evidence was found in which way this organizational culture may 
influence a building block. 
                                                 
46The Integrative Model was selected for a motivational analysis in Chapter 3.3.2.  
47The collected evidence shows the awareness, the collection and preparation of evidence, avoidance of 
responsibility and compliance of all stakeholders in Project1. This evidence is presented in Chapter 5.5.1.    
48Appendix F presents an overview of how the involved stakeholders perceived the building blocks of the 
Integrative Model.  
49Chapter 5.5.1 explains the involved disruptive behaviour and the understanding of this behaviour. 
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As could be seen in the observation, User01 and User02 complained about the missing 
standards in the building block ‘Fostering High, Non-comparative Standards’, but their 
critique was directed towards the information distribution - as explained in the building 
block ‘Providing Information’ and the right to make choices in the building blocks 
‘Delegating Authority’ and ‘Providing a Clear Purpose’. Further critique by other 
stakeholders, which directly focuses on the meeting culture, could not be observed. The 
observed behaviour of User01 and User02 during the meetings supports this argument, 
as they behaved akin to the other participants. These findings indicate that the 
behaviour, related to the ‘Meeting Culture’, was based on the respective user’s own 
rationale and therefore can be seen as internalised. The stakeholders’ disruptive 
behaviour has to be filtered, because it is based on their own rationale and does not 
destroy their intrinsic motivation. This clearly fulfils the requirement for filtering the 
meeting culture as an organizational culture.  
‘Green Landscape’ 
In Project2, the organizational culture required green and yellow status reports50.  Until 
the end of September, PM complied with this requirement. Even when having acquired 
a better knowledge, PM accepted the organizational culture and presented only green 
and yellow status reports. Starting in October, PM received the authority to report a red 
status, which he actually did. Despite his increased state of awareness, PM complied 
with the organizational culture ‘Green Landscape’ and no further evidence was 
collected, which shows clearly that this organizational culture was limiting his intrinsic 
motivation until the end of September. Therefore, the conclusion can be drawn that PM 
internalised this company culture, which again fulfils the requirement for filtering this 
situation as an organizational culture.  
Conclusion: Organizational Culture 
The first behaviour described within the organizational culture, the ‘Scapegoating’, was 
not based on the individuals’ own rationale and therefore could not be defined as 
internalised. The further required evidence to fulfil the requirement of triangulation is 
presented in the Appendices for all involved stakeholders in Project1. As a result, the 
                                                 
50The occurrences were listed in Chapter 7.4.1. 
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filtering of the ‘Scapegoating’ actions by the organizational culture is not required, 
however the related evidence for all stakeholders is considered in the building blocks. 
Considering all factors, the impression could arise that ‘Scapegoating’ could be deleted 
from the organizational culture. However, this is not possible due to the particular 
research process of this study. The collection of evidence, guided by the conceptual 
framework Holistic View, had been applied before the analysis was completed, and 
consequently all organizational cultures had to be recognised first. This is the reason 
why ‘Scapegoating’ is included in this project research process. The integration of the 
organizational culture in the IT Project Process Model is supported by the ‘Meeting 
Culture’ in Project1 and the ‘Green Landscape’ in Project2. In both examples, the 
understanding of internalised behaviour, which is not destroying intrinsic motivation, is 
required to provide an objective holistic view. Otherwise, the impression could be 
gained that the destructive behaviour during the meetings in Project1 and the green 
status reports in Project2 would have limited the intrinsically motivation of the involved 
stakeholders. Yet, this was apparently not the case - no evidence could be collected 
which gives evidence that this behaviour destroyed intrinsic motivation. Based on the 
evidence collected, it becomes evident that the organizational culture requires 
integration into the IT Project Process Model. Hereby, the impact of the organizational 
culture on the behaviour can and has to be differentiated from behaviour based on the 
individual’s own rationale as well as behaviour which is not based on the individual’s 
own rationale. This aspect is clearly the first important finding, which can advance the 
introduced project risk research studies, because all recommendations in the introduced 
project risk research studies, which are focused on internalised behaviour, can evidently 
not significantly improve the intrinsic motivation of the stakeholders and thus the 
project outcome. In other words, the effort invested in these recommendations to 
dramatically improve the project outcome is potentially wasted. In Project1, for 
example, all recommendations which are intended to change the organizational culture 
‘Meeting Culture’ and thereby significantly improve the project outcome are wasted, 
because by changing the meeting culture, the intrinsically rewarding environment – the 
underlying cause explanation - is undoubtedly not improved. By way of illustration, 
User01 and User02 would still complain about the lack of freedom to make informed 
choices, which finally lead to a major delay.  
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In Project2, when PM was expecting the go-ahead to communicate a red project status, 
this would also ultimately not dramatically have improved the already intrinsically 
rewarding environment for him. The outcome of an even more fragile IT landscape 
would not have been changed, because PM would have deployed the same workarounds 
as he already did to deliver a successful project from the perspective of the operating 
company. 
Socioeconomic Environment 
The second category of external influences is the socioeconomic environment.  
Project1 
The socioeconomic environment is not considered in Project1. Of course, the most 
obvious influences on Project1, which originate from the socioeconomic environment, 
are the legal regulations concerning the human resources working in the involved data 
centres. To achieve the required cost reductions, Vendor-Company01 had to reduce 22 
data centres to two and also to dismiss the involved human resources accordingly. The 
RfP clearly requested that the selected vendor had to take over human resources and to 
consolidate the data centres afterwards. In other words, local CIO tried to transfer this 
socioeconomic environment issue onto the vendor. In the BAFO, Vendor-Company01 
delivered most of the information required, but the requested human resource details, 
for example, were missing. The issue ‘human resources’ was raised occasionally in the 
work meetings between PM and Vendor01 and Vendor02, however, it was never 
answered exhaustively. In other words, the socioeconomic environment issues could not 
be transferred onto Vendor-Company01. Project1 did not take any other issues into 
consideration.  
Project2 
Project2 also completely ignored the socioeconomic environment. This included a 
current legal discussion, which was followed by the internal customer of Project2. The 
internal customer considered the possible outcome of this discussion by integrating the 
required flexibility, which was required finally. Without this flexibility, another change 
request would have had to be prepared and the complete project would have had to be 
adapted. Due to the number of change requests, an earlier delivery date, a third test 
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phase and extensive overtime and weekend work, this additional change request would 
have undoubtedly influenced Project2. 
 
Conclusion: Socioeconomic Environment 
Summarising the situation and circumstances of both projects, the socioeconomic 
environment was evidently not appropriately considered (Table 12 in Appendix E). 
Nevertheless, no significant impact could be observed, because in Project1 this situation 
had no impact during the observation51, and in Project2, since the internal customer 
followed the current legal discussion and considered the necessary flexibility in his 
requirements, this finally prevented a negative impact. This is the reason why no 
evidence is available which justifies a negative impact on the motivation of the involved 
stakeholders. On the other hand, there is also no evidence available, which justifies that 
the socioeconomic environment may not have a subsequent impact onto the motivation 
of the involved stakeholders as in Project1. Yet, an impact of the socioeconomic 
environment on the motivation of the involved stakeholders can only be expected, 
because it can be assumed that in both projects the socioeconomic issues would have 
had an impact on the already tight schedule52. In Project1, the legal discussions within 
the operating company and, in Project2, the enhancement of the functionality of the 
solution would have certainly added pressure. This level of pressure is expected to have 
had an effect on the motivation of the involved stakeholders, for example, the project 
managers of both projects. In view of the arguments and observations above, and due to 
the fact that the analysis of project risk research studies also includes the socioeconomic 
environment, the socioeconomic environment should be considered in the IT Project 
Process Model. 
                                                 
51In June +01, Project1 vanished as a sub-project into a new program. Until this point the socioeconomic 
influence had no impact on the project. 
52The project outcome of Project1 in Chapter 5.4 and Project2 in Chapter 7.3 show tight schedules in the 
section ‘Meeting Schedule Objectives’. 
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Organizational Environment 
The organizational environment can be seen as the level of maturity the operating 
company demonstrates when supporting a project execution, which is argued to be low 
and the importance underestimated (e.g. Blomquist and Müller 2006, Crawford 2006). 
For the assessment of the level of maturity, the PFM Model (Toney and Powers 1997) 
was selected and modified based on the findings of Motivation discussed in Chapter 353. 
Project Strategy 
Both operating companies were dependent on projects in order to successfully adapt to 
the changing environment and to stay competitive. Nevertheless, the project strategy 
present in both operating companies does not reflect this situation, as the collected 
evidence behind clearly shows. Although the operating company of Project1 basically 
fulfilled one key success factor, owing to the standard organizational structure, no other 
key success factors supporting project execution could be seen as completed (Table 12 
in Appendix E). Regardless the low project strategy maturity in both operating 
companies, the impact on the two projects is evidently distinct. In Project1, the lack of 
the recommended organizational structure54, strategic communication55, performance 
measurement56 and core competency integration57 had a negative impact on how, for 
example, PM perceived her intrinsically rewarding environment.  
                                                 
53Based on the discussion in Chapter 3.2.2, the good practice example ‘Initiate Goal-Based Pay Programs’ 
and ‘Expand Project Performance or Team-Based Pay’ for the key success factor’ were excluded. 
54The PFM model recommends two structure core best practices for implementing the organizational 
structure: report to the senior-level executive and multifunctional responsibility. 
55Within the strategic communication, the alliance methods are the core best practice to communicate the 
benefits of project management function and to meet organizational objectives. 
56Key success factor number three recommends measuring the performance of projects and the impact of 
project outcome on the organization’s bottom line as well as the ability to achieve the project objectives. 
57The last strategic key success factor is the core competency integration. This key success factor 
recommends integrating the project management methodology as a core competence in the company. In 
that sense, the deployment of project management methodology is expected throughout the involved 
project stakeholders from top management to an operational level. The pure knowledge of a project 
management methodology is not sufficient to achieve this purpose. 
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The building blocks ‘Delegate Authority’, for example, could have been supportive to 
an intrinsically rewarding environment for her within a mature project strategy 
environment. By improving the organizational structure, Initiator would have – at least - 
known who is managing his most important project, and by consequently integrating 
project management as a core competency, Initiator would have been requested the 
project status reports of PM58. Like this, the urgent requirement, which is clearly stated 
in the status reports of PM, to improve the HR situation would have become clearly 
visible for Initiator. Of course, Owner should have communicated this urgent need to 
Initiator, but presumably during and after the two interviews with Owner, Owner was 
not able to present any evidence that he had communicated this urgent need 
appropriately to Initiator. Furthermore, Initiator could not demonstrate during the 
interview that he was actually applying his project management knowledge. This finally 
led to the conclusion of the overall lack of integrating project management as a core 
competence. Considering the achieved visibility and acceptance of the status reports 
from PM, Initiator could have provided the required resources earlier than he did. This 
improved maturity would have positively influenced the building block ‘Delegate 
Authority’ for PM. With additional resources at hand, PM had planned a suitable project 
office system, which would have been able to produce the appropriate project 
management documents. These documents are the information User01 and User02 were 
asking for in their building block ‘Providing Information’. In other words, this example 
elucidates the measures that could have improved the project strategy maturity, and thus 
this could have contributed to the enhancement of several building blocks for the 
various stakeholders in Project1. Although the project strategy of both operating 
companies appears to have had a similarly low level, the impact on, for example, the 
project managers was quite different. Table 16 and 17 provide a comparison between 
PM in Project1 and PM in Project2 and their perception of their intrinsically rewarding 
environment. Whereas PM in Project1 did not perceive an overall intrinsically 
rewarding environment, PM in Project2 did perceive an overall intrinsically rewarding 
environment.  
 
                                                 
58In the interview Initiator was not able to answer the question who was managing his most important 
project and was also not able to present one project status report. 
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In Project2, PM was not allowed to present at the substitute meeting for a steering 
committee59. Nevertheless, PM perceived the building block ‘Delegate Authority’ as 
intrinsically rewarding. Most notably, PM took on the authority due to his contacts 
within the operating company and directly communicated with a top manager where 
necessary - for example, the request for an initial payment, the signed purchase order 
and the additional payments were only possible due to this fact. As a result, PM 
perceived the building block ‘Delegate Authority’ as supportive towards an intrinsically 
rewarding environment - within the limits described in the project management 
handbook. The absence of the requested steering committee apparently did not destroy 
or diminish this feeling60. This discussion of the project strategy environment offers 
another finding, which extends the current findings of the introduced project risk 
research studies. Both operating companies evidently did not have a project strategy 
maturity, which could support the project execution. Despite the similar situation, the 
impact on how the individual stakeholders perceived this intrinsically rewarding 
environment is distinct. PM in Project1 perceived a negative impact, whereas PM in 
Project2 did not perceive this negative impact. Based on these findings, the conclusion 
can be drawn that the lack of project strategy maturity can have an impact on the 
project, however this may depend on how the individual stakeholder perceives this 
impact on his intrinsically rewarding environment, which in turn becomes transparent 
by looking through the lens of motivation. In Project1, the recommendation to improve 
the project strategy maturity so that Initiator would have supported the building block 
‘Delegating Authority’ for PM, is expected to have also a positive effect on building 
blocks of other stakeholders as discussed above. In Project2, the introduced project risk 
research studies would appear to have offered the same recommendation due to the lack 
of integrating a human-centred philosophy.  Without looking through the lens of 
motivation, the lack of the maturity of the operating company can be clearly identified 
and appropriate recommendations offered. In Project2, these recommendations would 
have had however no effect on the project outcome – alike Project1. All effort invested 
would have been potentially wasted, because PM in Project2 would presumably not 
have perceived his building blocks differently. Other recommendations, referring to the 
lack of project strategy environment, would most probably also not have lead to an 
                                                 
59PM and PMtech frequently requested to setup an STC for Project2, but their request was ignored by 
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improved intrinsically rewarding environment for PM, because he already did perceive 
all four intrinsic rewards. In other words, all recommendations referring to the project 
strategy environment would not have improved the situation for PM and also not 
delivered a fundamental improvement of the project outcome. 
 
In summary, the hypothesis that a low project strategy maturity always has a negative 
impact on the project outcome cannot be verified at this stage. Furthermore, 
recommendations based on a conclusion, drawn without the integration of a human-
centred philosophy, involve the risk of being a waste of time and resources, because of 
not being able to solve the underlying cause for the involved stakeholders. This appears 
to be the reason why recommendations, which in actuality can significantly improve the 
project outcome, should consider the human side in projects.  
Project Management Professionalism 
The key success factors for project management professionalism were only partly 
completed. In particular, only those key success factors, which were based on standard 
processes, were completed. For example, the first key success factor ‘Pay’ was 
supported by both operating companies, because the recommended good practice 
examples were in line with their applied payment philosophy. The key success factor 
‘Making Project Management a Career Track’, which was achieved in Project2, was 
based on the commonly deployed career track within this particular operating company. 
The operating company of Project1 had already introduced a career track for project 
managers in external business in some of its divisions and for internal project managers 
a similar career track was in the making. However, this career track had not been 
installed for PM in Project1. Those key success factors, which require a more 
specialised knowledge in project management like ‘Selection and Retention’, ‘Nurture 
Competence’ as well as ‘Performance Evaluation’, do evidently not support project 
management professionalism. Of course, the operating company of Project2 offered a 
basic training in project management skills to ‘Nurture Competence’ as long as the 
                                                 
ProgMgr.  
60A further discussion of intrinsic motivation as a trait-like characteristic (Amabile et al. 1994, Eccles and 
Wigfield 2002) was not endeavoured in this study due to a lack of exigency as well as sufficient research 
in a work environment.  
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financial possibilities were available; however, a further investment was not made. 
Nevertheless, the collected evidence supporting the building blocks does not visibly 
show a negative impact of these key success factors on the intrinsically rewarding 
environment or the project outcome. The key success factors ‘Critically Analyse 
Alternatives and Opportunities’ and ‘Honesty and Ethics’, did also not support the 
project management professionalism, but had a strong impact on the project outcome as 
well as the building blocks. The decision to deploy a vendor had already been made in 
both projects by the management and alternatives and opportunities had not been 
critically analysed. Therefore, the procurement processes were excluded from the 
following analysis of the applied project knowledge management areas. The key success 
factor ‘Critically Analyse Alternatives and Opportunities’ did in both projects not have 
any impact on the behaviour of the management, because its decision-making processes 
were apparently already internalised by the project stakeholders. However, this decision 
may have influenced the course of both projects. In Project1, an alternative to Vendor-
Company01 could have been used, which was not a part of the operating company’s 
internal organizational culture. This alternative vendor would have presumably executed 
the project in the same way as with other customers and would neither have participated 
in the organizational culture of ‘Scapegoating’ nor in its meeting culture. As a result, the 
involved ‘Scapegoating’ would in all probability not have had the noted effect. In 
Project2, the project stakeholders were aware of the quality challenges of the selected 
vendor based on the experiences made in the previous two projects. Yet, as a result of 
the management’s decision to select the same vendor, the project stakeholders had to 
cover up this inadequate decision by investing extensive overtime and weekend work. 
In other words, the management’s decision to choose a certain vendor ignoring the key 
success factor ‘Critically Analyse Alternatives and Opportunities’, had a negative 
impact on both projects. Owing to the internalisation of the involved stakeholders, that 
important decisions were made solely by the management, no direct impact on the 
building blocks of these stakeholders could be observed. 
 
The key success factor ‘Honesty and Ethics’ can be seen as different to the key success 
factors discussed so far. ‘Honesty and Ethics’ had an effect on the building blocks 
‘Providing Security’ for all involved stakeholders in Project1.  
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Not only for the purpose of self-protection, but also for achieving their personal 
objectives, Vendor01, Vendor02, Vendor03, Owner and Initiator, utilised a wide variety 
of methods in Project1. These were methods such as hiding information, deploying 
tactics to secretly achieve personal objectives, or simply telling lies, which were 
administered with a doubtlessly strong impact on the project outcome. The required 
evidence is presented in the organizational culture ‘Scapegoating’, in which this 
behaviour was most likely created. The difference here to the discussion within the 
organizational culture is, that - within this key success factor - the involved stakeholders 
did not only collect evidence for their defence, but as well planned and deployed tactics 
to harm other involved stakeholders, which clearly interferes with an honest and ethical 
environment. In Project2, the apparent honesty in reporting was influenced and a 
‘prettified’ status report was provided. Instead of a red status report, a dark yellow status 
report was provided. Of course, the, in fact, red status of the project did have in turn an 
impact on the project core team, which had to invest extensive overtime and weekend 
work to solve the issues which had caused this insufficient status. In the months after 
October, the influencing pressure of ProgMgr disappeared and PM was able to switch to 
a more honest reporting. As a result, it can be inferred that this particular key success 
factor changed for Project2 after October. 
 
To sum up, no evidence could be found which shows a limiting impact of the key 
success factors ‘Pay’, ‘Selection and Retention’, ‘Nurture Competence’, ‘Make Project 
Management a Career Track’ and ‘Performance Evaluation’ on the building blocks for 
the two researched projects. The key success factor ‘Critically Analyse Alternatives and 
Opportunities’ differentiates from the others key success factors because of its impact 
on the overall project outcome. Despite this clearly important impact on the project 
outcome, the involved stakeholders internalised (accepted) the management decisions of 
the operating companies with the effect that the building blocks were not influenced. 
This key success factor demonstrates that internalisation has to be considered for all key 
success factors and not only for the discussed organizational culture. The key success 
factor ‘Honesty and Ethics’ is described by Tony and Powers (1997) as of paramount 
importance. Project1 supports this finding, as can be seen from its impact on the 
behaviour of involved stakeholders and finally on the project outcome. In Project2, this 
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key success also manifestly had a direct impact on the project outcome in form of 
increasing the required budget. An impact on the building blocks of PM was modified 
after PM was allowed to report a red status report. Finally, the collected evidence 
highlights that the element ‘project professionalism’ is required in the IT Project 
Process Model (Table 12 in Appendix E). 
Project Management Methodology 
Project1 did not employ a mandatory project management methodology, even though an 
internal project management methodology was in preparation. Evidently, within the 
department NW a project management methodology was mandatory for Project2. The 
NWs internal project management handbook provided tools and techniques as well as 
references to other mandatory processes. This means that in particular the requirements 
for quality, change and procurement management were defined by other internal 
processes. As for the procurement, a project manager of NW had to deliver the required 
input, however she or he was not in charge for the complete process. Therefore, this 
project management knowledge area was excluded from further assessment in this 
section. The project management handbook provides the tools and techniques for scope, 
cost and communication management. Furthermore, integration and risk management 
tools and techniques are provided on a basic level. Time and human resource 
management tools and techniques are however not suitably provided (Table 13 in 
Appendix E). The project management methodology is the third part of the selected 
PFM to assess the maturity of operating companies. Similar to the first two parts, 
project strategy and project management professionalism, the project management 
methodology was integrated in the conceptual framework to provide a holistic view on 
the researched project. Based on the collected evidence, the previous two sections 
showed the influence of the project strategy and project management professionalism on 
the building blocks of the involved stakeholders. Consequently, they have to be 
integrated in the IT Project Process Model. 
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It can be assumed that the availability of a project management methodology might 
contribute to the maturity of a company to support a project execution61, however within 
the context of this study no evidence could be found which shows the direct influence of 
the availability of a project management methodology on the building blocks of the 
involved stakeholders. In other words, the plain availability of a project management 
methodology seems to have no impact on the behaviour of the involved stakeholders. 
The impact of the project management methodology on the other hand depends on how 
a project management methodology was applied to a project - which is discussed in 
perspective of Project1 and Project2 in the following Chapter.  
 
For example, in Project1, a project management methodology was not made available, 
and PM was visibly aware about her lack of project management experience and 
knowledge. Nevertheless, PM prepared some planning documents; she had the 
experience and knowledge to prepare for a meeting, compiling the meeting minutes and 
distributing them. Despite this basic knowledge, PM did neither maintain the planning 
documents nor did she provide the requested information level before and after 
meetings to, for example, the users of Project1. The maintenance was stopped after 
PM’s project plan was not accepted in the STC meeting. During and after the STC 
meeting Owner did not invest the required trust, which again noticeably changed the 
attitude of PM62. This example elucidates that even without the availability of a project 
management methodology and profound project management knowledge, project 
management tools and techniques can be applied, yet based on the business knowledge 
and experience of the stakeholder.  
                                                 
61In the study of Tony and Powers (1997) the project management methodology is a recommendation, 
which is not supported by evidence unlike the project strategy and project management professionalism. 
62These occurrences are described in Chapter 6.4.1. 
  230/ 299 
In Project2, the project management methodology did not provide a strong support for, 
for instance, time management. Despite this weakness, PM applied an excellent time 
management. Furthermore, PM was able to provide the requested initial payment, 
signed purchase order and additional payments for Vendor-Company0163 - a process 
PM was actually not responsible for. Yet, although PM was not responsible for the 
procurement process, he successfully managed these exceptions to the rule. Another 
exception PM was given, was the commitment of the senior management toward the 
manual workarounds. However, as can be seen from observation results, the quality 
process as described in the project management handbook did not support these manual 
workarounds. These exceptions seemed essential for PM in order to deliver the primary 
project objective - even for a high price, a price the operating company and the senior 
management had to pay64. The specific situation in Project2 demonstrates that the 
availability of a project management methodology does not give evidence in regards to 
the effect on the building blocks and consequently on the project outcome. This shows 
that exceptions can change the perception even when an excellent and mandatory 
project management methodology was employed. Based on this insight, the conclusion 
can be drawn that an available project management methodology may contribute to a 
mature company environment in order to support project execution, however does not 
manage to outline clearly the impact on the building blocks of the involved 
stakeholders. As the evidence shows, (a) the lack of an appropriate project management 
methodology can be substituted by business knowledge and experience, (b) exceptions 
to a mandatory project management methodology can be granted and (c) the motivation 
of a project manager influences how he or she may apply these project management 
tools and techniques. 
 
Consequently, the assessment of the availability of a project management methodology 
is not required in the IT Project Process Model. Solely the applied project management 
methodology seems to provide the required insight.  
                                                 
63The details and evidence are presented in Chapter 8.2.1. 
64Chapter 8.2.1 provides evidence for manual workarounds, which were accepted by the top management.  
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Conclusion: Organizational Environment 
The evidence presented for the two projects researched, highlights that the project 
strategy and project management professionalism contain project key success factors, 
which directly influence the building blocks of the involved stakeholders65. This insight 
is only possible due to the qualitative approach of this study, which, on the other hand, 
delivers the limitation in form of the number of units of analysis. As the discussion in 
the Chapter on research design presents, this study intends to deliver a new direction, 
which can be further developed by more quantitative studies. As a result, the project 
strategy and project management professionalism are integrated in the IT Project 
Process Model. Furthermore, the analysis of the project delivery elucidates that a low 
project strategy maturity has not always a negative impact on the project outcome. 
Another important aspect was outlined by the analysis of the project management 
professionalism which is that internalisation has to be considered not only within the 
organizational culture - even the lack of a key success factor can be internalised without 
an effect on the building blocks. Whereas the project management methodology might 
be required to describe the level of maturity of an operating company in supporting a 
project execution, the analysed evidence argues that it may not be required in the IT 
Project Process Model. That is why the project management methodology (availability 
of templates) is excluded in this Model. 
9.3.2 Applied Project Management Methodology 
The second part of the Holistic View is the applied project management methodology, 
which is under the control of the project manager. Owing to the lack of a global project 
management body of knowledge and the intention to reach a wide audience, a project 
management methodology with a high circulation was selected. This methodology was 
updated in consideration of the current discussions66.  
 
Based on this project management methodology, the collected evidence is structured 
and summarised in Chapter 5 for Project1 and Chapter 7 for Project2. The number of 
                                                 
65Table 12 in Appendix E provides an overview. 
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documents collected in Project1 exceeded the number of documents collected in 
Project2. Yet, the documents in Project1 were not able to satisfy the requirements for 
the ten project management knowledge areas. This means that either no documents at all 
or not the appropriate ones could be found in Project1 - ‘not appropriate’ describes the 
fact that these documents delivered the required content only to some extent or that they 
were not maintained. For example, the scope management for Project1 was: The 
initiation process was to be completed by delivering a project charter, an assigned 
project manager and some constraints and assumptions in different documents. Yet, 
except for the project charter and an RfP, no appropriate scope statement, supporting 
details or scope management plan was made available for the scope planning. On 
account of the lack of these documents, the building block ‘Providing a Clear Purpose’ 
for the stakeholders of the units User and Vendor shows that the stakeholders repeatedly 
started a scope discussion in meetings. A further scope definition including a WBS was 
also not conducted. The availability of a draft version of a WBS, which was not 
completed and deployed, cannot be seen as sufficient in supporting a project 
recommendation. On the other hand, the formal acceptance of the scope could be 
assumed due to the participation of the stakeholders in the project. Nevertheless, the 
confusion among the direct stakeholders concerning a detailed scope increased due to 
the lack of scope change control. Even PM was not able to follow the ideas and changes 
of Owner, what became evident in the STC meetings, which in turn influenced how PM 
perceived her building block ‘Providing a Clear Purpose’. This may be the reason why 
the scope management knowledge area was assessed as inappropriate for Project1. The 
remaining project management knowledge areas were also assessed as inappropriate – 
except for the procurement management, which is excluded. Apart from the lack of a 
mandatory project management methodology, the management of the operating 
company of Project1 did also not request appropriate project management documents. 
Although the users requested an appropriate execution of a project management 
methodology and Owner as well as Initiator claimed to have sufficient experience in 
project management, no member of the management of the operating company 
requested appropriate project management documents, such as an appropriate scope 
                                                 
66Chapter 2.4 discusses the integration of change management and physical environment establishment, 
which were integrated into the project management methodology for this study. 
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document, status reports or project schedule. The provided documents were simply 
accepted by the management. Project2 applied a project management methodology and 
was able to deliver the primary project objective, as defined by the operating company. 
Of course, the ten project management knowledge areas, in particular, were deployed on 
different quality levels. Especially the aspect of time management, which was not 
described in depth in the project management handbook, was masterfully deployed. In 
particular the project schedule was created and maintained by the project core team. As 
a result, no repeating discussions about the scope or approach could be observed. Apart 
from the human resource and risk management, all other project management 
knowledge areas were deployed. However, some exceptions were made, which did not 
interfere with the building blocks. For example, the final (internal) customer acceptance 
for Project2 was signed in November, only some weeks before the delivery and the cost 
management for internal resources had not been conducted as required.  
 
To conclude, the findings of the two researched IT projects in this study call attention to 
the premise that the applied project management knowledge areas have a significant 
effect on the building blocks. Therefore, this aspect is included in the IT Project Process 
Model67. 
9.3.3 Summary: Holistic View 
The previous Template Analysis in Chapters 5 and 7 shows the requirement to integrate 
a Holistic View into the IT Project Process Model. However, it is evident that it also 
may require adjustments. With reference to the analysis of the organizational culture, 
insight could be gained into the behaviour patterns related to the ‘Meeting Culture’ in 
Project1 and ‘Green Landscape’ in Project2, which both require filtering. Only by 
filtering related internalised behaviour, a clear view of the individual’s own rational can 
be expected to be gained. Otherwise the risk remains that recommendations are 
provided which focus on internalised behaviour. As argued, the effort for these 
recommendations, which should significantly improve the project outcome, is 
potentially wasted.  
                                                 
67Table 13 in Appendix E provides an overview. 
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As in terms of the socioeconomic environment no clear evidence could be collected that 
could support its integration into the IT Project Process Model. Nevertheless, based on 
the study’s findings claiming the possibility of influencing the building blocks, the 
socioeconomic environment is integrated. The project strategy and project 
professionalism were justified to be essential requirements within the organizational 
environment. Especially the evidence analysed in terms of the project strategy showed 
clearly that a low project strategy maturity does not automatically have a negative 
impact on the project process. Furthermore, the evidence analysed in terms of the 
project professionalism confirmed that the effect of internalisation has also to be 
considered within the key success factors. The project management methodology 
requires extensive adjustments, and thus it is excluded in the IT Project Process Model. 
Both operating companies showed a surprisingly low maturity in supporting the project 
execution. Based on this finding, Hillam and Edward (2001)’s argument that many 
organizations do not critically examine the cause for project failure and that this 
prevents them from learning from their mistakes is supported. On the other hand, the 
results of Standing et al. (2006) in their study on ‘the attribution of success and failure 
in IT projects’ requires further discussion, because the conclusion that executive IT 
managers have a high maturity in IT project management in form of (a) considering 
environmental factors contributing to success and (b) being aware of context and 
importance of wider factors is not supported. Maybe the crucial difference can be found 
in the research design, because the findings of Standing et al. (2006) are based on a 
questionnaire. Hence, the respondents answered honestly what they feel and know, 
however, this differs from reality, because this knowledge is not deployed68 - otherwise 
the executive IT managers in both operating companies would have showed a higher 
maturity in supporting the project execution. The second part of the Holistic View is the 
applied project management methodology. Based on the findings of the comparison of 
the two projects, it can be hypothesised that, for example, the lack of an appropriate 
project scope management caused extensive discussions directly impacting the 
behaviour of the involved stakeholders, whereas in Project2 the availability of a scope 
management did by far not have this expected negative impact.  
 
                                                 
68Chapter 6.3.4 discusses the appropriateness of a questionnaire.  
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To sum up, the analysed evidence shows clearly the impact of the Holistic View on the 
building blocks of the involved stakeholders. Consequently, the feasibility of the 
Holistic View - as described in this Chapter - in relation to the IT Project Process Model 
can be justified. 
9.4 Motivation of all Stakeholders 
As illustrated in Chapter 6, User01 and User02 evidently expressed their discontent at 
work by rejecting the user-based pricing model. Besides other identified forms of 
resistance as suggested in Chapter 6, this rejection forced a delay by six months. 
Furthermore, with the integration of a human-centred philosophy the underlying cause 
of their behaviour may be explained more clearly. This explanation strongly supports 
the speculation that the project may be meaningful for them, however, on the other hand 
a missing sense of choice, competence and progress might have also contributed to their 
behaviour. Vendor01 and Vendor02, even when in a difficult position, who wanted to 
sign a contract, were also able to express their discontent at work. Based on the 
assumption of an underlying cause explanation, the lack of a sense of choice, 
competence and progress were identified, which caused the observed behaviour of 
deploying different tactics to gain the required protection for the expected punishment. 
From Vendor01’s and Vendor02’s perspective, their behaviour was obviously 
successful, because they won the project and were not punished. PM, on the other hand, 
openly expressed her frustration, because she suffered from the lack of all senses for an 
intrinsically rewarding environment. Her lack of interest in Project1 and her wish to 
leave Project1 becomes understandable when taking into consideration the provided 
underlying cause explanation. Owner evidently perceived a sense of meaningfulness 
and choice, which seemed to be based on his understanding of the project objective and 
possibility to make informed choices; hence, Owner tried to push Project1. Influenced 
by the project environment, Owner displayed a behaviour, which did not support 
achieving the accomplishment rewards. As a result, Owner visibly projected his ‘bad 
mood’ onto other stakeholders and acted accordingly. Nevertheless, Owner was not able 
to deliver an actual successful project outcome, and was also not successful in 
defending his positing in the punishment process.  
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For the stakeholders in Project1, the element ‘Motivation’ seemingly provided the 
required underlying cause explanation for their behaviour. Based on this assumption, 
the behaviour of all stakeholders – from their point of view – becomes logical. The 
stakeholders of Project1 did apparently not perceive an intrinsically rewarding 
environment. The findings of Project2 elucidate that the developed IT Project Process 
Model may also be able to describe the behaviour within a project setting, in which the 
selected stakeholders perceive an intrinsically rewarding environment. The stakeholders 
of the fourth Unit of Analysis perceived an intrinsically rewarding environment. In their 
view, supported by the project environment, which can be identified with the 
management of the operating company, they delivered a successful project. 
Consequently, it becomes evident that an improvement of the missing building blocks 
cannot significantly improve the outcome of a project. This situation is explained by the 
element ‘Motivation’, and this in turn shows why PM and PMtech presumably adapted 
to the project environment. 
 
To summarize, the lens of motivation seemingly elucidates the underlying cause for the 
behaviour of all selected stakeholders. This hypothesis can be derived from the 
collected evidence and presents a transparent picture of the stakeholders’ behavioural 
patterns – regardless of their role, personality and project setting. Nevertheless, this 
explanation does definitely not prove to be sufficient to complete the Comprehensive 
Problem-solving Picture for IT projects due to the existence of the second, yet 
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9.5 For Improvement of the Project Outcome 
The following discussion seeks to answer the second question by exploring possibilities 
of improving the IT project situation. Based on the achieved better understanding, and 
by looking through the lens of motivation, recommendations, which focus on naming 
the underlying cause for the selected stakeholders, are hereby considered.  
9.5.1 Unit 1: User 
User01 and User02 perceived visibly a feeling of meaningfulness, which was worth 
their time and energy. On the other hand, the lack of a sense of choice contributed to the 
disappointment of User01 and User02, because - as STC members - they were not really 
steering the project. The combination of perceiving a sense of meaningfulness and also 
at the same time a lack of a sense of choice led presumably to the behaviour that both 
users started fighting for their freedom to make informed choices. This finally escalated 
in December in a rejection of the suggested user-based pricing model. The implication 
of this finding directly answers to what could be done to improve the situation. That is 
to say the results provide the information required for a STC meeting and the freedom 
of the STC members – in this case the users – to make choices. To be more precise, the 
tasks have to support the building blocks ‘Providing Information’ and ‘Providing a 
Clear Purpose’ for informed choices and the building blocks ‘Delegating Authority’, 
‘Demonstrating Trust’ and ‘Providing Security’ for the freedom of choice. The 
recommendation was to provide the requested working documents earlier than 
December. By providing the working documents with the detailed explanation of the 
user-based pricing model as well as by accepting the authority and by demonstrating 
trust, the user-based pricing model would have been discussed already in August after 
the first STC. An early and honest discussion of the applicability of a user-based pricing 
model would have led to one of the following two possibilities. First of all, an early 
discussion would have given four to five months more time to define a new and 
acceptable pricing model. Second of all, by creating a sense of choice, only some 
changes might have been required to accept the suggested user-based pricing model. 
This second implication is based on the assumption that the users did not know all 
details of this model, because the provided written details do evidently not answer all 
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questions and the open questions were not discussed honestly. As a result, an 
appropriate pricing model could have been discussed already in August, thereby 
providing sufficient time to finalise the model until the milestone ‘sign-off FC’ was due. 
The integration of a human-centred philosophy would have prevented the resistance of 
the users, which caused a delay by another six months. This change in supporting a 
sense of choice could be achieved by ‘Providing Information’, ‘Delegating Authority’ 
and ‘Demonstrating Trust’, three building blocks, which are influenced by the local CIO 
representatives in Project1. Although the building block ‘Providing Security’ in 
Project1 was influenced by the organizational culture of the operating company and 
therefore was difficult to be influenced by local CIO representatives, a sense of choice 
could have been created without this building block - as the assessment of Owner 
shows. Furthermore, these three building blocks would influence ‘Providing a Clear 
Purpose’ and other building blocks of a sense of competence and progress, because a 
change of the building blocks ‘Delegating Authority’ and ‘Demonstrating Trust’ 
requires accepting and improving the other criticism such as the lack of status 
information, general approach and level of project management methodology applied.  
 
In summary, by providing the prerequisites for a sense of choice for the unit User in 
Project1, the pricing model escalation could possibly have been avoided.  
9.5.2 Unit 2: Vendor 
Until the selection of Vendor-Company01 as the vendor for Project1, the procurement 
rules of a win-lose negotiation had been accepted. After the selection, Vendor03 
suggested to switch to a feasible work mode, which had been rejected by Owner. 
Chapter 7 provides the insight as to why Vendor01 and Vendor02 deployed two tactics, 
which have been classified as resistance towards the group objective of Project1. This 
resistance is based on the rationale of these two stakeholders to avoid the expected 
punishment for a project from which they had dissociated themselves because of the 
lack of an intrinsically rewarding environment. The common approach in projects is to 
react on symptoms (see Chapter 1), due to the lack of an integrated view of the 
situation, which could provide the complete picture. For the Unit Vendor following 
symptoms were observed: frequent project scope discussions, the approach of local CIO 
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was criticised and, for instance, a project schedule was suggested. Based on these 
symptoms, the common approach was to start a project scope discussion, to justify the 
selected approach and to provide a project schedule. In Project1, both discussions were 
started. Of course, for Owner the scope and the project approach were clear and 
required only an explanation. In Owner’s view, a vendor had to accept the customer 
scope and approach. Detailed documents including a maintained project scope 
document or a project schedule were not delivered. In other words, a reaction based on 
the symptoms could be observed with the result that the underlying cause, the need for 
security to avoid punishment, for Vendor01 and Vendor02 was not resolved. The 
required security, in form of a signed contract with a clearly defined scope and approach 
as basis on which the required tasks could be performed on a level that progress is 
achieved, was clearly not provided. For Vendor01 and Vendor02 a sense of choice had 
to be created within Project1. Apart from the building block ‘Delegating Authority’, 
which was already supporting an intrinsically rewarding environment, the building 
block ‘Demonstrating Trust’ also had to be created to support free choices in Project1. 
Additionally, the availability of the rewards of the building blocks ‘Providing a Clear 
Purpose’ and ‘Providing Information’ created the required feeling of informed choices. 
For this purpose, Project1 had to deliver the requested written information such as a 
detailed project scope (without moving targets) as well as a detailed project approach in 
form of a project schedule (with an appropriate structure e.g. sufficient milestones), 
which was developed by the project team – including Vendor01 and Vendor02. In 
addition, trust had to be demonstrated by providing the required negotiated and signed 
LoI. Furthermore, unnecessary rules and controls had to be removed, for instance, by 
providing required information and supporting open discussions about the concerns of 
the stakeholders. One of these open discussions would have been the issue of 
restructuring costs. In an open discussion, based on the philosophy of a win-win 
procurement process, Vendor01 and Vendor02 would have been allowed to present the 
situation that the restructuring costs had to be covered by Project1, because otherwise 
Vendor-Compan01 would not have been able to achieve a profit with this project. As a 
consequence, a solution would have to be found by means of which Vendor-
Company01 would have been enabled to achieve a profit.  
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By creating a sense of choice for Vendor01 and Vendor02, the deployed tactics in the 
background would not have been necessary. However, the accomplishment reward by a 
sense of competence and a sense of progress were seemingly required to show that 
Project1 delivered and that punishment may not occur. The availability of an 
appropriate detailed project scope and project schedule would have supported the 
building blocks ‘Fostering High, Non-Comparative Standards’, ‘Building a 
Collaborative Climate’ and ‘Tracking Milestones’. Assuming a consequent deployment 
of a sense of choice in Project1, these three building blocks would have contributed to 
creating the accomplishment reward. Especially the building block ‘Fostering High, 
Non-Comparative Standards’ contributes to the two existing building blocks, which 
finally create a sense of competence. Furthermore, the building blocks ‘Building a 
collaborative Climate’ and ‘Tracking Milestones’ support the existing building block to 
finally create a sense of progress for Vendor01 and Vendor02. 
 
In summary, with the consequent creation of a sense of choice for Vendor01 and 
Vendor02 in Project1, the observed effects of resistance and the resulting impact on 
Project1 could have been avoided. Within the section resistance of unit Vendor the DD 
outcome have been included due to their impact on Project1. This subproject DD was 
executed behind a ‘Chinese Wall’ within Vendor-Company01. Vendor01 and PMtech-
Vendor were responsible for delivering the DD outcome. The meaningfulness of 
Project1 for Vendor01 and Vendor02 was justified, however the meaningfulness for the 
stakeholders involved in the subproject DD could not be provided. Due to its 
meaningfulness for Vendor01, his interest in delivering the DD outcome on time can be 
assumed. However, Vendor01 depended on the subproject team DD, which was 
executing the tasks necessary for delivering the DD outcome. This subproject team DD 
was not observed in this study and therefore no conclusions can be drawn as to why the 
DD outcome was delayed. It is one limitation of this study that the complete picture can 
only be provided if the involved stakeholders, in this case the subproject DD, can be 
observed.  
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9.5.3 Unit 3 PM, Project1 
After the feasibility of Project1 had been confirmed, Initiator asked Owner to take over 
the project. In his role as project owner, Owner accepted PM as project manager. At this 
point in time PM perceived a sense of meaningfulness and a sense of choice. Utilizing 
this amount of motivation PM prepared a project plan, which considered her weakness - 
i.e. her lack of technical and project management knowledge. This project plan also 
included the resource requirements for the suggested work packages. The project plan 
was accepted by Owner and presented to the STC members. In this meeting, especially 
User01 complained about this project plan. During this meeting and afterwards, Owner 
did not support PM. Furthermore, Owner installed additional rules and controls, because 
in his opinion PM was incapable of managing Project1. What is more, Owner’s 
behaviour of delegating supporting and auxiliary tasks to PM undermined her feeling of 
a sense of meaningfulness and choice. With the integration of a human-centred 
philosophy, the opportunity rewards could have been maintained for PM. Instead of 
letting down PM, Owner could have supported PM’s approach, which he had already 
approved. In this case, a technical project manager with the required project 
management knowledge could have been assigned to Project1. Furthermore, the work 
packages would have been accepted and the required human resources provided. 
Whether User03 would have become technical project manager and whether the 
existing contracts with external resources would have been extended or whether the 
external resources would have been replaced is not essential for this argument, as long 
as any solution would have been found to execute PM’s suggested project plan. 
 
Consequently, the additional rules and controls would not have been introduced. In this 
case, the already present opportunity rewards could have been maintained for PM. In 
addition, the required resources would have been provided and a project management 
methodology would have been introduced, which again would have had a positive 
impact on the building blocks ‘Providing Knowledge’, ‘Managing Challenge’ and 
‘Fostering High, Non-Comparative Standards’ for a sense of competence as well as on 
the building blocks ‘Tracking Milestones’, ‘Providing Access to Customers’ and 
‘Measuring Improvements’ for a sense of progress.  
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Furthermore, based on sufficient resources and available knowledge, PM would have 
had a possibility to deploy her ‘soft skills’ to achieve progress. This progress would 
have made an impact on the remaining building blocks for the accomplishment rewards. 
Ultimately, an intrinsically rewarding environment could have been created for PM. 
This change, i.e. the support of PM, would have required that Owner believed in her 
capability to manage Project1 successfully. Yet, Owner feared the punishment. Owner, 
a politician, who felt the opportunity rewards and was convinced of his implicit and 
explicit knowledge, only saw that the project plan had been rejected by the STC 
members. In his view, PM had failed in a task, which he – according to his opinion – 
would have delivered successfully. Owner knew that only by successfully delivering 
Project1, he could avoid punishment and support his career. Therefore, the conclusion 
can be drawn that Owner was convinced to act in the right way by supporting the 
opinion of (some) STC members. Owner projected his discontent at work onto PM and 
expressed his frustration in the form of aggression towards PM. In his way of thinking, 
PM was the cause of his ‘bad mood’ and thus Owner wanted to ‘get rid of’ PM. In this 
incident, the Integrative Model seems not able to provide an underlying cause 
explanation for Owner. This means that the Integrative Model does not provide the 
underlying cause explanation in form of one or more building blocks, which can provide 
the complete picture. The building block, which leads to discontent at work, remains 
invisible for Owner. The difference in this case is observed in the discrepancy between 
Owner’s perception and a realistic judgement of a building block. This difference is 
though recognised for the building block ‘Providing Knowledge’. Owner perceived the 
building block ‘Providing Knowledge’ as supportive towards an intrinsically rewarding 
environment, whereas the evidence collected shows that Owner did not have the 
implicit and explicit knowledge for managing or sponsoring a project such as Project1. 
Otherwise Owner would have requested appropriate project management documents, 
supported his project team and provided sufficient human resources. Of course, Owner 
was holding a position where this knowledge would be required and he could thus not 
confess that he lacked this kind of knowledge. In defence to this unpleasant thought 
Owner deployed an interpretive defence against this ego threat (Baumeister 1996). 
Within this self-regulating process, Owner was convinced to posses the required 
knowledge.  
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This difference is important to recognise for the purpose of delivering the complete 
picture. Based on the assumption of the lack of perceiving the building block ‘Providing 
Knowledge’, the complete picture can be provided. In this case the collected evidence is 
consistent with Owner’s behaviour as to why he did not request appropriate project 
management documents, why he did not support PM and why he did not provide 
sufficient human resources. According to this picture the building block ‘Providing 
Knowledge’ has to be improved for Owner. As a result, Owner would have supported 
the approach of PM and would have provided the authority for PM to hire sufficient 
human resources, including the suggested and required technical project manager with 
appropriate project management knowledge. Of course, Owner, who had then acquired 
the required project management understanding, would have requested appropriate 
project management documents from this specialist and in return would have provided 
the project team with the freedom of informed choices. This would have contributed to 
the building block ‘Fostering High, Non-Comparative Standards’ for a sense of 
competence and to the building blocks ‘Tracking Milestones’, ‘Providing Access to 
Customers’ and ‘Measuring Improvements’ for a sense of progress. Finally, supported 
by these building blocks, Owner would have presumably perceived an intrinsically 
rewarding environment. 
 
The impact of this finding is that on the one hand the integration of a human-centred 
philosophy is successful in delivering the complete picture, but on the other hand the 
complexity increases. Whereas so far the integration of a human-centred philosophy is 
simplified by deploying a selected model in the form of a checklist, which can be 
answered with the collected evidence, this stakeholder is an exception. In this case 
additional rules and further knowledge are required. Based on this example, the rule can 
be defined that the authentic behaviour has to be compared with other evidence 
collected. Only if the authentic behaviour corresponds with the collected evidence, the 
question whether a building block is supporting an intrinsically rewarding environment 
or not can be answered; otherwise a further analysis of the behaviour and evidence is 
required. A second implication of this finding on the complexity answers the question 
‘what could be done to improve the situation’. The challenge is to confront a self-
confident personality such as Owner, who possesses a fine logical brain, excellent 
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education and rhetorical skills, with this ego threat and to convince him that an 
improvement of the building block ‘Providing Knowledge’ would be required to 
improve the intrinsically rewarding environment for him and, finally, to deliver Project1 
successfully.  
9.5.4 Unit 4: PM, Project2 
Based on the perceived intrinsically rewarding environment, PM and PMtech delivered 
the primary group objective, the Christmas product for the operating company. For this 
primary group objective, other requirements, including a stable IT landscape, were 
sacrificed. Project2 delivers the insight that despite the present organizational culture, 
an ignored socioeconomic environment and a low company maturity, a primary project 
objective can be achieved. For this purpose PM and PMtech adopted their tasks 
accordingly. This means that this project environment provided insufficient resources 
for an appropriate deployment of project management knowledge areas, and therefore 
PM and PMtech executed only those project management processes that, according to 
their view, were required to achieve the primary project objective. In addition to a 
general lack of resources, the available time was moreover reduced by the decision of 
the operating company. The resulting red status was recognised by the project core team 
and in the management core meeting, however it was not reported due to the 
organizational culture. Despite of receiving a dark yellow status report, the management 
did evidently not act. Furthermore, (a) the layout of the status reports lacking 
appropriate information, (b) the reported manual workarounds, (c) the bending of the 
internal requirements, such as the delayed delivery of the project charter or avoiding a 
reporting of the man days spent, (d) the lack of a STC and (e) the lack of a project 
sponsor, were all accepted. According to the opinion of the management, a simple 
project such as Project2 did not require more than a 50 per cent human resource in the 
project office. Of course, their opinion seemed confirmed by receiving the enforced 
green and dark yellow project status reports. In their opinion a dark yellow status report 
and manual workarounds did not require any action. Neither during the project phase 
nor after the project did the management take any action like initiating another project 
to replace the manual workarounds with an appropriate automated solution.  
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In addition, the excellent KPIs also confirmed the management in their decisions. As 
discussed in the holistic view of Project2, the KPIs are a part of the performance review 
and directly influence the flexible part of the income as well as a promotion. A logical 
consequence for the employees of the operating company was to deliver only excellent 
KPIs and not to report, for example, extensive overtime and weekend work. PM and 
PMtech internalised these company values and regulations. As a result, this project 
environment did not interfere with their feelings of meaningfulness, choice, competence 
(for PM only) and progress. Furthermore, the final recognition of the management in 
answer to their successful project delivery apparently confirmed for both stakeholders 
that they had shown the right behaviour. Of course, especially the missing building 
blocks could have been improved, however presumably without any impact on the 
project outcome. Even by improving the intrinsically rewarding environment, which is 
supported by all 20 building blocks, both stakeholders would have still complied with 
the company values and regulations. In short, PM and PMtech would have played by the 
rules which were defined by the management.  
 
On the other hand, the operating company had to pay the price for the project 
environment they constructed; the management naturally is fully accountable for its 
project environment. In other words, the unwanted side effects could have been 
circumvented only by changing the organizational culture and organizational 
environment. For example, by creating a core competency integration the project 
strategy for a mature organizational environment could have been supported. Based on 
this knowledge, a STC could have been created and a project sponsor could have been 
defined. Furthermore, the correlation between KPIs and the company’s interests could 
have been recognised and modified accordingly. As a result, the overtime and weekend 
work would have been recognised as well and the final KPIs would have been 
decreased. Based on the interest of delivering excellent KPIs, PM and PMtech would 
have reported this danger at an early stage to the project sponsor. The project sponsor as 
the finally and politically responsible person, who would also have been interested in a 
successful project, would have been supported in providing the available resources. 
Furthermore, with the availability and attention of a project sponsor, the issues which 
finally were solved by manual workarounds, could have been solved differently, for 
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instance, by initiating another project to replace the manual workarounds by installing 
an automated solution. 
9.5.5 Summary of the Impact on the IT Project Outcome 
User01 and User02 finally expressed their discontent at work by rejecting the user-
based pricing model. Besides other identified forms of resistance, this rejection caused a 
delay by another six months. With the integration of a human-centred philosophy the 
underlying cause of their behaviour can possibly be explained. This explanation 
provides the insight that the project was presumably meaningful for the stakeholders, 
but a missing sense of choice, competence and progress may have caused their negative 
behaviour. By providing the building blocks for a sense of choice, for example, the 
recommendation of providing and discussing the user-based pricing model already in 
the first STC meeting, would have prevented the rejection in December. Vendor01 and 
Vendor02, even when having been in a difficult position as the vendors who want to 
sign a contract, were also able to express their discontent at work. Based on the 
assumption of an underlying cause explanation, the lack of a sense of choice, 
competence and progress can be identified. By providing the building blocks for a sense 
of choice, for example, the availability of the requested detailed project scope, project 
schedule and LoI, the escalated incidents of Vendor-Compay01 would possibly have 
been avoided. Consequently, instead of wasting energy in escalations and discussions, 
this energy could have been invested in advancing project tasks, which finally might 
have been replaced the fear of punishment with the accomplishment of rewards. PM, 
who seemingly suffered due to the lack of all senses for an intrinsically rewarding 
environment, could have been helped by an enhancement of the sense of 
meaningfulness. The recommendations can be defined by the missing building blocks, 
for example, Owner would have had to provide opportunity rewards to PM by accepting 
PM's authority and work tasks including the staffing requirements, project organisation 
and project approach. In the case of Owner, the developed Model also can provide 
recommendations, however also clearly underlines that confronting Owner with the 
situation may have been a challenge. Nevertheless, a clear recommendation can be 
provided. Owing to the phenomenological position of this study, the mindset that there 
might be equally valid explanations cannot be ignored. However, this does not imply 
  247/ 299 
that there are as many social realities as there are observed stakeholders. Consequently, 
within the context of this study, the deployed Model seems to be able to describe how 
the individual sees the project and also provides insight into the shared group culture. 
Furthermore, the cross case analysis shows that the majority of the stakeholders 
perceive the building blocks similar, except for individual differences  - such as the 
strong support of Owner by his mentor Initiator; this difference supported Owner in 
receiving a sense of choice, which was though only received by him. Findings indicated 
clearly that the stakeholders of the fourth Unit of Analysis perceived an intrinsically 
rewarding environment. Moreover, an improvement of the missing building blocks may 
not significantly improve the outcome and therefore no recommendations are required 
for this specific aspect.  
 
Finally, the presented Units of Analysis aim to demonstrate that the integration of a 
human-centred philosophy may be capable of completing the Comprehensive Problem-
solving Picture (Figure 1) and thus help to improve the current IT project outcomes. The 
line of argument in this Chapter is based on the evaluation of the rationale, the 
stakeholders’ behaviour as illustrated in the previous Chapter 6 and 8. This aspect may 
be crucial once the recommendation stage is reached, as it focuses on an underlying 
cause that prevents improvement. This focus strongly supports the author’s view that 
there may be possibilities to improve the outcome of IT projects, and therefore indicates 
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9.6 Conclusion 
The discussion in this Chapter indicates that an analysis of the company culture, 
socioeconomic and organizational environment as well as the applied project 
management methodology may be required in order to examine the reasons for the 
stakeholders’ behaviour. It would seem that the following adjustments, which are based 
on the research results provided, may be required. First it appears to be vital to filter 
internalised behaviour in all aspects of the Holistic View. This apparently does not only 
apply to the organizational culture, but also to the other elements of the Holistic View. 
Second, some of the evidence presented shows that there might not be sufficient 
justification to integrate the project management methodology (the availability of 
templates) of the organizational environment into the Holistic View. Therefore, the 
project management methodology is excluded from the IT Project Process Model. 
 
The previous Chapters 6 and 8 presented the Template Analysis of the factor 
Motivation. This analysis intends to show that by looking through the lens of motivation 
the underlying cause explanation for the stakeholders’ behaviour can be provided. With 
the intention to offer possible answers to the second research question, this Chapter 
argues that based on a better understanding in form of an underlying cause explanation, 
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10 Conclusion on the Influence of Stakeholder Motivation 
10.1 Research Approach to this Study 
10.1.1 Importance of Research Methodology and Design 
Analoui (1995) argues that popular survey methods such as questionnaires and 
structured interviews would yield meaningless data for behaviour related research. The 
discussion in Chapter 4 hypothesises that this argument is only supported if something 
‘new’ within behaviour related research can be found69. In the case of finding something 
‘new’, qualitative investigations without pre-assumed situations and an up-front 
definition of the participants seem to provide the flexibility required70. This required 
flexibility is summarised in Chapter 9, which also suggests that, for instance, the 
underlying rationale for the behaviour of the unit Vendor was only possible to 
understand due to the prolonged insider status of the participating observer71. The focus 
of the following research, for example based on quantitative evidence, seems feasible on 
basis of this foundation (Tietjen and Myers 1998, referring to Herzberg 1982).  
10.1.2 The IT Project Process Model 
The simplified IT Project Process Model was developed based on the identified 
projected key hypothesis for this study in Chapter 1. Following the discussion of the 
academic literature in Chapters 2 and 3, two conceptual frameworks were constructed 
for this Model, which are available as Appendixes A and B. Guided by these two 
conceptual frameworks, the collected evidence enabled an analysis of the Holistic View 
of both projects and thus of Motivation of the selected Units of Analysis. Consequently, 
the Template Analysis in these Chapters is based on criteria, which derive from 
academic literature. 
                                                 
69The ontological position is discussed in Chapter 4.3 and the selected research methodology is illustrated 
in Figure 5. 
70The stakeholder discussion in Chapter 2.2.2 shows the up-front limitations of the introduced project risk 
research studies. 
71Chapter 6.3.4 discusses this finding. 
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Finally, the findings are discussed in Chapter 9, resulting in the IT Project Process 
Model (Figure 10) which, as evidence indicates, depends on two interwoven aspects: 
The Holistic View shapes the Motivation of all involved stakeholders. The Holistic 
View describes the environment, which evidently influences the project stakeholders. 
Strictly speaking, the Holistic View is split into the project environment, which is 
controlled by others, and the applied project management methodology, which is 
controlled by the project manager. Motivation is presumably strongly influenced by the 
stakeholder’s individual perception. In other words, the individual stakeholders 
conceivably build their own rationale for their behaviour depending on their perceived 
building blocks for motivation. The analysis of this rationale may give an indication of 
the reasons for the stakeholders’ behaviour.  
 
As a consequence, the previously posed question what could be done to improve the 
situation, may be elucidated. The suggested recommendations for all Units of Analysis 
are presented in Chapter 9. With the application of these recommendations, the 
environment from which the stakeholders perceive their motivation is believed to 
become modified. This modified environment presumably would encourage the 
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10.2 The Finding: An Underlying Cause Explanation 
10.2.1 The Current Project Risk Research Debate 
Debate: Project Risks 
Chapter 1 discusses the current situation of IT projects. Recent research on project risks 
estimates that 70 to 90 per cent of IT projects do not deliver the projected outcomes set 
at the initial stage. These discouraging and unsatisfactory figures were the starting point 
for this study’s research question. Subsequent to the discussion of the Comprehensive 
Problem-solving Picture (Figure 1), project risk research studies were analysed. With 
the intention of identifying a direction for further research, the findings of these project 
risk research studies were classified into project management methodology, quality 
management, project environment, and general recommendations.  
 
Based on this classification, the discussion provides a sufficient foundation to explore 
‘motivation’ as the key theme for this study. Comparable to the introduced project risk 
research studies, this study also provides symptoms (project risks) by looking through 
the lens of motivation in order to analyse the outcome of IT projects (Figure 2). The 
following discussion shows how the identified symptoms in this study have been 
already addressed in other project risk research studies. Jiang and Klein (2000) 
identified both the lack of general expertise within a project team as well as the lack of 
clear role definitions for team members, to have a significant impact for software 
development risks on project effectiveness. This particular study defined ‘general 
expertise’, among other, as the ability to work with top management.  
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In Project2, the issue of the new commercial launch date and the unwanted side effects 
seemed to address this project risk72. In the study of Jiang and Klein (2001) one of the 
three most common risks associated with IT projects is ‘application complexity’, which 
is defined by the number of other systems affected and the sophistication required for 
the implementation. In Project1, the high application complexity became visible with 
the issue pricing model for the unit User73 and for the unit PM74 - as discussed in 
Chapter 6. Project2 dealt with the application complexity as well, as seen in the manual 
workarounds discussion in Chapter 8. The study of Riggle (2001) is based on the so-
called chaos report presenting incomplete requirements and lack of user involvement as 
the top reasons why projects are often impaired and ultimately cancelled. Again, the 
symptom of the lack of user involvement seemed to be an appropriate aspect for unit 
User in Project1. The symptoms found for unit Vendor75 are different and can be 
discussed controversially in this context. On the one hand, the argument of finding 
activities in the background leads to the result that these symptoms (for a vendor) were 
not considered in the introduced project risk research studies. On the other hand, the 
project risks, which are indeed relevant for the recommendation to improve 
participation and commitment, can be used for analysis of this symptom. 
 
Finally, the discussion of the project risks, in reference to the introduced project risk 
research studies in Chapter 1 (e.g. Hartman and Ashrafi 2002, Globerson and Zwikael 
2002, Jiang et al. 2002b, Christenson and Walker 2004), could be extended with the 
intention to demonstrate that the symptoms found in this study have been already 
identified by other project risk research studies.    
 
                                                 
72The behaviour of the selected stakeholders in this Unit of Analysis did not show any form of resistance, 
yet the influence of the project environment created obvious symptoms, which are described in Chapter 
8.2.1. Finally, even though Project2 was internally communicated as a success, the assessment of the 
project outcome offers a different view in Chapter 8.2.2. 
73The resistance of the unit User in Chapter 6.2.1 highlights that several symptoms were shown by the 
users, which directly contributed to the delay described in Chapter 6.2.2. 
74The symptoms of the unit PM in Project1 are described in Chapter 6.4.1 as well as the impact on the 
project outcome in Chapter 6.4.2, which shows the importance of the project manager for a project. 
75The symptoms for the resistance of the unit Vendor are presented in Chapter 6.3.1 and the impact on 
Project1 is elucidated in Chapter 6.3.2. In this scenario, the resistance was hidden in the background, but 
evidence could be collected due to the selected research methodology including ethnography as a data 
collection process.  
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Debate: Risk Strategies 
The central hypothesis of this study is that the potential explanation for the failure of IT 
projects can only be identified through ‘the complete picture’, an analysis of all aspects 
involved. Utilizing this Comprehensive Problem-solving Picture (Figure 1), the possible 
reason for failure, the underlying cause, has to be identified, before recommendations 
that may improve the IT Project situation can be put forward. By looking through the 
lens of motivation the underlying cause of stakeholder behaviour may be explained, 
which ultimately perhaps can provide a better understanding of the situation. For the 
Units of Analysis in Project1, this ‘better understanding’ is outlined in Chapter 6. In 
context with the Unit User in Project176, the recommendations of Remenyi and 
Sherwook-Smith (1999), Jiang et al. (2000), Jiang and Klein (2001) and Riggle (2001) 
were discussed. This discussion advocates the point of view that on the basis of a better 
understanding recommendations could be identified, which may be able to improve the 
IT project situation. Chapter 9 produces these recommendations for all Units of 
Analysis. 
 
Consequently, through having identified the underlying cause, the research findings 
suggest that the symptoms may be alleviated. Otherwise, if the underlying cause is not 
revealed, the identified symptoms can not be expected to be mitigated with the result 
that new symptoms may surface. In this case, the effort invested in time and resources 
in order to try to overcome the identified symptoms based on recommendations, which 
are not focused on the underlying cause, might potentially be wasted. Along with the 
study of Yiang and Klein (2000), the symptom of the significant impact on the project 
due to the lack of the ability to work with the top management could be identified in 
Project2. The recommendations on the other hand, such as training, a stronger emphasis 
on the project manager to build team skills throughout the project life cycle and to 
obtain user participation and commitment among others, appear to be of limited help for 
Project2. In brief, the management demanded a new commercial launch date to increase 
the profit during the Christmas business. Nevertheless, a change of the requested (new) 
commercial launch date seemed not acceptable for the management.  
                                                 
76The discussion is presented in Chapter 6.2.4. 
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Of course, the unwanted side effects were apparently not appreciated by the 
management; these presumably could have been circumvented by changing the 
organizational culture and environment - as discussed in Chapter 9.  
 
It seems evident that these factors would have to be considered to achieve increased 
awareness on the specific IT project situation. Additionally, the analysis of the 
organizational culture in Chapter 977 delivers another aspect for considering motivation 
as an underlying cause explanation for IT projects. It can be argued that all 
recommendations in the introduced project risk research studies, which are focused on 
internalised behaviour, may also not significantly improve the intrinsic motivation of 
the stakeholders and, consequently, the project outcome. This effect is explained in the 
Organismic Integration Theory (OIT) by Ryan and Deci (2000). In other words, the 
effort invested in these recommendations to (significantly) improve the project outcome 
might again potentially be wasted. The findings reflect the author’s view that the lens of 
motivation can illustrate internalised behaviour and therefore contribute to a better 
understanding.  
 
These results suggest that there is a possibility to improve IT project outcomes by 
means of considering the underlying cause explanation. Thus, an extension of the 
current discussion of risk strategies to mitigate project risks may prove to be effective. 
The key theme ‘motivation’ seems to offer an appropriate explanation for the 
underlying cause. This can certainly be seen as one significant finding of this study.  
10.2.2 Contribution of a Different View 
Schmid and Adams (2009) state that only few studies provide insight into this important 
subject and their survey shows how project managers perceive their ability to influence 
team motivation. According to Schmid and Adams (2009), most project managers 
believe that they can create a subculture within their projects to motivate their team, 
even though they may have been struggling with team motivation in their last project.  
 
                                                 
77The evaluation of the organizational culture is outlined in Chapter 9.3.1. 
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By looking through the lens of motivation, this study proposes a Model, which may 
support project managers to achieve the required motivation. The IT Project Process 
Model was developed with the intention to provide guidelines on how project 
stakeholders could be motivated, and thus IT projects improved: 
 
• First, it is believed that all stakeholders - not only the project team – would have 
to be considered to achieve the required IT project outcome. 
• Second, the findings support the hypothesis that the motivation of the project 
stakeholders is seemingly shaped by project environment and deployed project 
management methodology.  
• Third, it is thought that due to the effect of individual behaviour on group 
behaviour, the motivation of an individual stakeholder may have to be 
understood and dealt with before team motivation can be considered. 
• Finally, the evidence indicates that through an increased understanding of the 
underlying cause explanation, recommendations on how to improve the situation 
can be identified. 
 
10.2.3 Findings for Related Research 
Further findings of this study point towards interesting related research such as on 
‘Scapegoating’, the attribution theory and the importance of the project manager. These 
aspects are discussed within the findings for Unit PM in Chapter 6 and for Unit PM in 
Project2 in Chapter 8.  
 
In the context of the attribution theory (Weiner 1986, Furnham et al. 1994), this study 
contributes to the internal-external distinction, which is central to most attribution 
models (Schaffer 2000). On the basis of the Holistic View, evidence is provided that the 
project environment has a critical influence on shaping the attribution patterns of all 
stakeholders assessed.  
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Another finding of this study underlines the importance of the project manager (e.g. 
Belassi and Tukel 1996, Jiang et al. 1998, 2001, Icmeli-Tukel and Rom 2001) for the 
execution of a project. 
10.3 Limitations of this Study 
10.3.1 Quality of the Collected Data 
This study focuses on three data collection methods: ethnography, document analysis 
and interview. Whereas the documents are available in printed form, the data collected 
by ethnography and interview had to be jotted down and written up in field notes. Due 
to the fact that the stakeholders were uncomfortable with the tape recorder and the 
author of this study had no knowledge of shorthand, the field notes do not present a full 
transcript. Instead, the most important aspects were selected which should finally 
provide the insight required. Therefore, the quality concept in Chapter 4 was introduced 
to ensure the appropriate quality of the data collected. Besides, for instance, the 
utilisation of multiple resources and a case study protocol (including the principle of 
triangulation), the final construct validity requires that the key informants should review 
a draft case study report to ensure quality. This final construct validity recommendation 
has been followed up and the two project managers in Project1 and Project2 have 
received a draft version of this study.  
10.3.2 Theories and Models 
The theories and models utilized in this study were selected due to their appropriateness, 
which nevertheless has its limitations: 
PFM Model 
The discussion in Chapter 2 managed to identify the appropriateness of the PFM Model 
(Toney and Powers 1997) for this study. In reference to the participants of Toney and 
Powers’ (1997) study, the Model is focused on industry-independent, large and 
functional organizations, which might limit the applicability of this research. 
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Furthermore, the PFM Model is based on Toney and Powers’ approach of discussions 
and questionnaires. The key success factors were completed by evaluating the 
knowledge of the majority of the participants. Depending on their different fields of 
knowledge, which proved not to be particular areas of interest, the key success factors 
could have been discussed further. For example, based on the discussion in Chapter 3, 
one particular key success factor was modified. 
PMBoK® 
Owing to the lack of availability of a global BoK, the PMBoK® was selected due to its 
high circulation. This project management methodology provided a structure for the 
collected evidence. For this reason, a further evaluation of the appropriateness of the 
nine knowledge management areas as mandatory requirements for a project 
management methodology was not needed for this study. Nevertheless, the analysis of 
the collected evidence demonstrates that - among other - the knowledge management 
area procurement could be excluded, because in both projects the project manager was 
not responsible for this area. This might be interesting for further research. 
Integrative Model 
The Integrative Model created by Thomas and Tymon (1997) and Thomas and 
Velthouse (1990) combines the rewards for task activity and task purpose in a work 
environment. Furthermore, the Model appears to be applicable for the purpose of this 
study, because the Model does not require prerequisites such as a long-term work 
relationship or a manager-subordinate relationship between the project manager and the 
involved stakeholders.  
 
The analysis of the collected evidence delivered aspects, which provide the foundation 
for research refinements. First, the finding of delusive perception offers a starting point 
for further research. Second, the impact of time is a crucial consideration for a project. 
This impact should be considered in a further development of a psychological model for 
the project environment. Third, the structure of the building blocks, for example, the 
building block ‘Providing Information’ contributes to making informed choices. On the 
other hand, information can directly interfere with the sense of meaningfulness, because 
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without sufficient information about the project objective the individual stakeholder 
might not feel a sense of meaningfulness. 
10.3.3 Applicability of the IT Project Process Model 
The findings of this study suggest that the IT Project Process Model may be applicable 
for stakeholders with different roles, interests, personalities and backgrounds as well as 
for different types of IT projects (Figure 4). Furthermore, the comparison between the 
two project manager Units of Analysis highlights that the IT Project Process Model can 
be applied for stakeholders who do - and who do not - perceive an intrinsically 
rewarding environment. Whereas in Project1 the Holistic View influenced the factor 
‘motivation’ in so far that the selected stakeholders did not perceive an intrinsically 
rewarding environment, in Project2 this influence presumably was also present even 
when stakeholders perceived an intrinsically rewarding environment. The difference is 
that PM and PMtech seemingly adapted their behaviour to the project environment, 
which did not foreclose perceiving an intrinsically rewarding environment. Their 
behaviour - and with this their emotional perception – seemed to be confirmed by the 
management congratulating on their success.  
 
Therefore, if a change was pursued in Project2, for example to achieve secondary 
project objectives such as avoiding additional risks in a fragile IT landscape, it can be 
assumed that the management would have the duty to transform the project environment 
for which they should be responsible for. This aspect provides us with an interesting 
starting point for further research. Owing to the selected theories and models as well as 
the selection of IT projects for this study, a limitation of the applicability for IT projects 
in medium and large-scale organizations is possible. Furthermore, the private life of the 
involved stakeholders was excluded, and also the cultural environment of other 
companies such as Vendor-Company01 in Project1 may not have been accessible 
enough to be examined. These factors could have had an impact on the outcome of the 
project and therefore the study. 
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10.3.4 Generalisability 
The selected Units of Analysis demonstrate that this Model may be capable of 
completing the picture, which may lead to IT project problem-solving strategies 
applicable for different stakeholders in the same as well as in different project settings - 
pure work setting. Based on the phenomenological position, alternative interpretations 
can be seen as equally valid as discussed in Chapter 4. For example, an alternative 
interpretation of the behaviour of Owner in Project1 and the recommendations based 
thereupon is evidently possible. An alternative interpretation of the behaviour of Owner 
might even lead to the replacement of the selected Model of Motivation, because of the 
issue of delusive perception as defined in Chapter 8. Even other deployed models within 
the IT Project Process Model could be replaced by new and improved or by different 
models altogether - for example, for the assessment of different environments such as 
construction projects. Nevertheless, this does apparently not interfere with the findings 
of this study and the possible generalisability of the Model, as well as the general 
definition of the two aspects, due to which the IT project outcome depends on the 
Holistic View and Motivation of all involved stakeholders.  
10.3.5 Predictive Capability 
The IT Project Process Model can provide a better understanding of the observed 
situation. The predictive and explanatory requirements can be satisfied to the extent of a 
management research. The extent of a management research suggests the lack of social 
science discourse providing a theory, which can describe the complex interactions 
between people in a current situation. This study may deliver a first insight into the 
value and importance of the integration of social science into management theories, yet, 
the focus of this study lies first of all on management as such. Crowther (2004) argues 
that 
“ […] any theory which extends our understanding will of course have some 
predictive ability as it enables us to find common themes in different 
situations and therefore to seek solutions to problems through the transfer of 
useful solutions from one set of problems to another set which superficially 
appear to be different.” (Week 4, p. 5)  
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In the study at hand, the results of the project risk research appear to be contrasting, 
however after differentiating between symptoms and the underlying cause, the required 
generalisation can be achieved “so that the understanding derived from one set of 
circumstances can be extended to other circumstances” (Crowther 2004, Week 4, p. 3). 
As a result, it is impossible to predict outcomes with utter certainty and moreover the 
illustrated Model is unavoidably probabilistic and can only make predictions by stating 
that “we are z% certain that y will happen if we do x” (Crowther 2004, Week 4, p. 5).  
10.3.6 Limitations of this Study 
This study is the work of one researcher and presents one view on the complex social 
phenomenon of IT projects. By looking through the lens of motivation, this study is able 
to provide insight as to why IT projects fail and what could be done to improve the 
situation. It is evident that different views based on other research approaches/methods 
might also be able to deliver appropriate answers.  
10.4 Reflective Journey 
10.4.1 Approaching Companies 
The academic literature discussion in Chapters 2 and 3 delivered a number of 
constraints78 when choosing an appropriate IT project for this study. Consequently, the 
author was looking for companies, which execute a large number of the required IT 
projects. Therefore, he addressed medium and large-scale companies regardless of their 
industries as well as established consultancies. The researcher identified the CIO’s and 
IT directors of these companies as the gatekeepers. Either by post or, when possible, 
face-to-face at a conference, he expressed my interest to the gatekeeper.  
                                                 
78The constraints are summarized in Chapter 4.5. 
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There was a considerable amount of interest in this study and the researcher was invited 
for a meeting by 8 out of 9 gatekeepers. During these initial presentations, he outlined 
this study and offered to support the project with 50 per cent of his time79. 
Consequently, due to their interest in this study and the collaboration offer he made to 
them, the gatekeepers granted the access required. Subsequently, as a next step a 
meeting with the project manager of the particular IT project was scheduled.  
10.4.2 Selection of Projects 
Meeting the project manager provided the researcher with the information required to 
assess the project more detailed. Without exception all projects turned out to be 
appropriate for the research and he selected them randomly. Yet, after the first few 
weeks of participation, four projects showed limitations, which forced the researcher to 
dismiss these projects:  
 
In one particular project the works council did not approve any new external 
stakeholders in the project due to ongoing negotiations with the top management of the 
operating company. The second project was executed by a large consultancy, in which 
the client ultimately disapproved of the integration of any other ‘external’ persons in the 
project. In the next project, the project manager seemed to have the intention to misuse 
the researcher’s role by indicating that the researcher should report solely positive 
project outcome to the gatekeeper. Thus, not all information – as access to meetings and 
documents was restricted – was made available, and interviews indicated that the 
project manager may be extremely sensitive towards any question concerning observed 
symptoms which could lead to negative feedback. The project manager in the fourth 
project seemed to show interest in this study in the presence of the gatekeeper. In the 
absence of the gatekeeper, his interest apparently vanished. Consequently, these four 
projects were not feasible. From the remaining four potential projects the researcher 
selected two projects randomly and, in fact, he received the required support of the 
respective project managers. 
                                                 
79The offer is described in Chapter 4.6.1. 
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10.4.3 Integration into the Project Team 
Due to the definition of the positional space (Mullings 1999), the integration of the 
operating company into the project team was entirely positive. It was important to 
present and explain my study to the project team. In this context, the letter of 
introduction80 was important to the stakeholders. Especially in an environment, which is 
known to have ‘Scapegoating’ practices, it was crucial to consider ethically that the 
operating company had no access to my jottings. Nevertheless, the stakeholders rejected 
voice and video recordings. Reactive effects were not observed. Supposedly, because of 
the researcher’s supportive role toward the project, and, moreover, an increasing level 
of trust81 over time (Emerson et al. 1995), I received access to personal e-mail folders 
and files. Having achieved this level of trust, the stakeholders answered interview 
questions openly. Labaree (2002) describes these advantages as value of greater access, 
the value of cultural interpretation, the value of deeper understanding and the value of 
clarity of thought for the researcher.  
10.4.4 Learning Experience 
The discussion in Chapter 2 argues that the management of the operating company 
owns the organizational environment (Jiang et al. 2001). Furthermore, the same 
management claims to hold the power over defining the values and regulations, which 
form the organizational culture (Ryan and Deci 2000).  This study aims to elucidate the 
hypothesis that the organizational environment and organizational culture are two 
important aspects, which shape the motivation of the involved stakeholders. In other 
words, the management appears to be in the position to considerably influence the 
project outcome, which is evidently due to the setup of organizational environment and 
the organizational culture of the specific organization. 
                                                 
80The letter of introduction is outlined in Chapter 4.8.7. 
81As argued in Chapter 4, being an insider provides access to information which otherwise would not be 
available. 
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As in regards to the two projects in this study, the management did seemingly not 
provide a supportive setup; both projects visibly lacked an appropriate organizational 
environment and organizational culture82. The irony of this situation appears to be that, 
on the one hand, the management needed a successful project outcome and, on the other 
hand, the management decreased the success probability by its inability to provide an 
appropriate organizational environment and organizational culture. Both Project1 and 
Project2 failed to deliver the expected project outcomes, and for this reason Owner and 
Initiator of Project1 had to leave the operating company and respectively in Project2, 
the HeadPM had to take over a smaller department. 
 
Consequently, the researcher deduced that the management may have been aware of the 
impact of motivation on the required project outcome, but no appropriate actions were 
executed. To define this situation as inactivity is supported by the argumentation of 
Daly and Kleiner (1995) that the problem lies actually within the management. 
However, the resulting ‘irrational’ behaviour as described in Chapters 6 and 8, should 
not be ignored by the management as the ‘dark side’ of organizational life (Analoui 
1995).  Recommendations such as ‘driving out fear’ (Deming 1993, Daniels 1999) or 
the limited effect of tangible extrinsic rewards (Deci 1995, Gneezy and Rustichini 2000, 
Frey and Osterloh 2002), as discussed in Chapter 3, may provide an excellent 
opportunity to improve the leadership behaviour accordingly. More specifically, 
punishment and ‘Scapegoating’ would be removed from work task motivation 
completely, and tangible extrinsic rewards would be replaced with intangible rewards, 
such as praise and positive feedback. Furthermore, it could be speculated with the help 
of the study hypothesis that the effectiveness of tangible extrinsic rewards in the 
Western management philosophy tends to be overrated. Another learning experience 
concerns the current popular project management methodologies of PMI® and 
IPMA83/GPM84. Both methodologies clearly demonstrate the importance of motivation 
within project management processes.  
                                                 
82The organizational environment and organizational culture for Project1 is described in Chapter 5 and for 
Project2 in Chapter 6. 
83 The ‘International Project Management Association’ (IPMA) is the umbrella association of the national 
project manager associations in Europe. In England, the ‘Association for Project Management’ (APM) 
and in Germany the ‘Deutsche Gesellschaft für Projektmanagement e.V.’ (GPM) are the respective 
national associations. In 1991, the APM published their first version of their PMBoK and similar projects 
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In the PMBoK® (2008), the PMI® argues - as shown in Appendix G - that motivation 
was definitely important, but did not provide any support for a project manager85. In 
stark contrast to this attitude, the methodology of GPM covers a wide variety of 
motivational aspects in the area of social competence. These aspects present a 
foundation, yet do not deliver a practical Model, which a project manager could apply to 
the process of managing an IT project86. Based on the research results as discussed 
above, it appears to me that the integration of a different view on motivation may be 
interesting for the current, popular project management methodologies. During the 
PMdays 2006 in Vienna, Turner (2006, slide 2) criticized the fact that the project 
manager’s competence was utterly neglected by stating that: “PM’s competence, 
including leadership style is not a success factor on projects (…) it is all tools and 
techniques”.  
                                                 
followed in other European countries. “Since 1993 the IPMA certification core team (CCT) has been 
charged with the coordination and harmonization of the national projects and achievements” (ICB 1999, 
p. 7). The IPMA competence baseline (ICB) “was established on the basis of the Nation Competence 
Baselines of APM (U.K.), VZPM (Swiss), PM-ZERT (Germany) and AFITEP (France)” (ICB 1999, p. 8) 
and contains the knowledge, experience and personal attitude necessary for receiving the four level IPMA 
certification. Within this construct, the national associations are responsible for “developing and 
managing their own project management qualification and competence programme and for establishing 
their certification bodies” (ICB 1999, p. 15). Therefore, no universal IPMA PMBoK including tools and 
techniques is available.  
84For this reason (see Footnote 6) only one publication of the various national associations had to be 
selected to conduct the comparative research of this study. Owing to the accessibility of the 
‘Wissensspeicher’ (“knowledge depository”), which is the German body of knowledge of the GPM, this 
compendium was chosen. 
85In this version of project management methodology, motivation is considered insofar that in Appendix 
G motivation is mentioned as a required interpersonal skill of the project manager. The importance of 
motivation is also recognized on page 210: “The overall success of the project depends upon the project 
team’s commitment, which is directly related to their level of motivation.”  
A further evaluation of the aspect motivation, e.g. by providing tools and techniques for achieving their 
recommended motivation, is not provided in the PMBoK® Guide 2008. Schmid and Adams (2008) 
already investigated this aspect for the PMBoK® Guide 2004, however it features also in the PMBoK® 
Guide 2008. 
86One of the GPM compendium’s four sections is dedicated to social competence, which includes 
motivation and leadership as well as social perception, communication, social structures, groups and 
teams, learning organization, self management, conflict management and special communication 
situations.  
The individual sections provide a general and wide overview of the different aspects. Therefore, even 
while the general overview for social competence and motivation is included, it does not offer sufficient 
support in a real project setting. The description of the terms “intrinsic” and “extrinsic” in the section on 
motivation may serve as an illustrating example: intrinsic and non-tangible extrinsic rewards are briefly 
explained and only the tangible extrinsic rewards are discussed in more detail (GPM 2004, p. 269 – 490). 
The controversial debate on tangible extrinsic rewards in general as well as more specifically in a project 
environment is presented in Chapter 3. This discussion aims to point out why the detailed explanation of 
tangible extrinsic rewards is only of little assistance for a project manager in a real project situation. 
However, a more practical approach on how to motivate stakeholders, which could be directly 
implemented during the execution of the project life cycle, is not provided. 
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To conclude, the findings corroborate the central hypothesis that the lens of motivation 
provides insight into project management processes leading to a better understanding of 
the situation. However, the findings also reflect the premise that the project managers 
should use their leadership to motivate the project stakeholders in order to achieve 
project success. On the basis of this ‘better understanding’, it appears to be evident that 
a project managers could focus their leadership skills and tasks on achieving an 
increased level of motivation of the involved stakeholders. 
10.5 Further Research 
Besides providing the foundation for further research, the following questions may 
create further interest: 
10.5.1 Delusive Perception of Building Blocks 
The stakeholder Owner represents an exception, which has to be considered for a 
successful deployment of a human-centred philosophy. In the occurrence when the 
selected motivational model is not able to explain the rationale of a stakeholder, a 
further analysis is required, as analysed for Owner in the unit PM in Project1 in Chapter 
6. For Owner, a discrepancy between his perception and a realistic judgement for one 
building block is identified. A further analysis led to the conclusion that Owner 
deployed an interpretive defence against an ego threat (Baumeister 1996). Based on this 
self-regulating process Owner was convinced of his realistic perception of this building 
block. Yet, further research is recommended to foster a deeper analysis of this 
exception. 
10.5.2 Impact on Team Behaviour 
The comparison of those units that were part of one project provided the surprising 
result that the project stakeholders apparently perceived the project environment 
similarly, when no personal exceptions were present. In this context, the question seems 
interesting, whether this effect would emerge in all building blocks.  
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Furthermore, the comparison between the two project manager units delivers two 
exceptionally interesting findings. Firstly, it can be assumed that a motivated team can 
even overcome a low project environment maturity and technical issues. It would be 
vital to understand in which way this process can be influenced, and on which 
conditions and under which circumstances a motivated team may be able to overcome 
these issues. Secondly, the motivation of the project manager seems to be of utmost 
importance for team motivation. Based on this finding, the bi-directional relationship 
between project manager and project sponsor becomes highly important (Belassi and 
Tukel 1996). Further research is recommended on the impact of the integration of a 
human-centred philosophy on project team behaviour - possibly starting with the 
findings presented. 
10.5.3 Responsibility for the Project Environment 
Due to the possibility to create and modify the project environment, the responsibility 
lies with the top management of the respective operating companies. Besides the 
general responsibility for the project environment, the management is expected to be 
responsible for all decision making processes, as discussed for the key success factor 
‘Critically Analyse Alternatives and Opportunities’ in Chapter 9. In summary, the 
following situations may create the starting point: 
 
• In both projects the management made all project-related decisions, which 
affected both projects adversely. With the integration of the appropriate 
stakeholders into this decision-making process, the resulting (negative) effects 
may have been avoided. 
• The management either forced or accepted a project reporting which did not 
present a realistic status. In both projects, the management could also have asked 
for a project reporting, which would have presumably delivered a more reliable 
status.  
• In Project1, the fear of punishment was present at all times for the majority of 
the involved stakeholders.  
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• In Project1, the central board of directors agreed to the project, yet apparently 
did not request an appropriate project plan and project execution schedule. 
Initiator did not even know the name of the project manager of Project1. 
• In Project2, the KPI model finally delivered excellent results, allegedly because 
of the flexibility of the data entry, for example, the requirement to process all 
time sheets of the participation stakeholders was not given. 
• In Project2, the manual workarounds were accepted into the steering board 
without initiating the required projects. 
 
Despite the availability of the required knowledge in both operating companies - in 
Project1 one member of the central board of directors was a renowned academic expert 
in project management, and the operating company of Project2 had been awarded with 
the highest project management prize in its country - the resulting question seems to be:  
 
Why did the top management make these particular decisions? 
 
Interestingly enough, apart from the punishment of Owner and Initiator in Project1, 
DirectorCentral01 was replaced a few months later. The CEO of the operating company 
of Project2 was also replaced at a later stage, and PMhead was made to take over a 
different, smaller department. Whether these replacements were only caused by the 
researched projects can be doubted, however, due to the importance of these projects, 
the described project outcomes most likely contributed to these incidents. 
 
To conclude, further research is recommended as to why the top management did not 
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Meeting Schedule Objective 
Meeting Budget Objective 
Meeting Technical and Functional Objective 













Core competency Integration 
Project Management Professionalism 
Pay 
Selection and Retention 
Nurture Competences 
Make Project Management a Career Track 
Performance Evaluation 
Critically Analyze Alternatives and Opportunities 
Honesty and Ethics 
Project Management Methodology (Availability) 
Project Integration Management 
Project Scope Management 
  269/ 299 
Project Time Management 
Project Cost Management 
Project Quality Management 
Project Human Resource Management 
Project Communication Management 
Project Risk Management 
Project Procurement Management 
Project Change Management 
Maturity of the Operating Company 
 
Project Management Methodology Applied 
Project Integration Management 
Project Scope Management 
Project Time Management 
Project Cost Management 
Project Quality Management 
Project Human Resource Management 
Project Communication Management 
Project Procurement Management 
Project Change Management 
 Summary of Applied Project Management Processes 
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Appendix B – Conceptual Framework Motivation 
 
Unit of Analysis 
Resistance of the Unit of Analysis 
Impact on Project Outcome 
Template Analysis of the Motivation of the Selected Stakeholder(s) 
Meaningfulness 
Building a Non-Cynical Climate 
Clearly Identifying Passions 
Providing an Exciting Vision 
Ensuring Relevant Task Purposes 









Providing Appreciative Feedback 
Recognising Skill 
Managing Challenge 
Fostering High Non-Comparative Standards 
Progress 
Building a Collaborative Climate 
Tracking Milestones 
Celebrating Progress 
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Appendix C – Coding Structure 
Open Coding: Free (generic – to be extended) 
 
Table 4) Open Coding: Free 
Open Coding: Organizational Environment 
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Open Coding: Project Management 
 
Table 6) Open Coding: Project Management 
Focused Coding: Motivation 
 
Table 7) Focused Coding: Motivation 
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Fieldwork: Final Free Coding Table for Project1 
 
Table 8) Open Coding: Free for Project1 
Fieldwork: Final Free Coding Table for Project2 
 
Table 9) Open Coding: Free for Project2 
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Fieldwork: Final Sub-Types for Project1 
 
Table 10) Sub-Types for Project1 
 
Fieldwork: Final Sub-Types for Project2 
 
Table 11) Sub-Types for Project2 
  275/ 299 
Appendix D – Data Collection Examples 
Observation – Field Note Extract 
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Document – One Page 
 
Figure 4) Example of a Document 
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Interview – Field Note Extract 
 
Figure 5) Field Note Extract ‘Interview’ 
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Appendix E – Holistic View 
 
Table 12) Socioeconomic and Organizational Environment 
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Table 13) Project Management Knowledge Areas 
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Appendix F – Motivation 
 
Table 14) Opportunity Rewards in Project1 
 
Table 15) Achievement Rewards in Project1 
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Table 16) Units PM – Opportunity Rewards 
 
Table 17) Units PM – Accomplishment Rewards 
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Abbreviations 
ANSI American National Standard Institute 
APM Association for Project Managers 
ATP Acceptance Test Procedure 
BAFO Best and Final Offer 
BoK Body of Knowledge 
CEO Chief Executive Officer 
CET Cognitive Evaluation Theory 
CF Central Finance 
CIO Chief Information Officer 
CSC Computer Sciences Corporation 
CSF Critical Success Factor 
DD Due Diligence 
EBIT Earnings Before Interest and Tax 
FC Frame Contract 
FOA First Office Application 
GPM Gesellschaft für Projektmanagement 
HLD High Level Design 
IBM Industrial Business Machines 
ICB IPMA Competence Baseline 
IPMA International Project Manager Association 
IS Information Systems 
IT Information Technology 
JCT Job Characteristics Theory 
JF Jour Fixe meeting 
KPI Key Performance Indicator 
Local CIO Corporate Information Office 
LoI Letter of Intend 
NSG Networks Steering Group 
NW Networks 
OIT Organismic Integration Theory 
OPM3® Organizational Project Management Maturity Model 
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PFM Projectized Functional Management 
PMB Project Management Board 
PMBoK® Project Management Body of Knowledge  
PMI® Project Management Institute 
PRD Project Requirement Document 
PRINCE PRojects IN Controlled Environments 
RFATS Ready for Acceptance Test Statement 
RfP Request for Proposal 
RIA Rapid Impact Assessment 
SBS Siemens Business Services 
SDT Self-Determination Theory 
SLA Service Level Agreement 
STC Steering Committee 
WAN Wide Area Network 
WBS Work Breakdown Structure 
WWPMM WorldWide Project Management Methodology 
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